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Synopsis
\
The thesis is divided into three parts, a consideration of the 
theoretical framework, a description of the work carried out and an 
evaluation* The appendices at the end contain reports, operating manuals 
and forms which demonstrate important aspects of the work.
The main purpose of the thesis is to identify and describe the 
way in which a medium size luxury hotel can relate itself more effectively 
to the market by means of its information system.
Part I, the theory, examines the conceptual basis of a systematic 
approach to the collection and use of market information. Fundamental terminology 
is defined and the social and scientific processes which are used to convert 
data into decisions are identified. The decision-making processes within 
the hotel both by employees and customers are set in context and the basic 
premises for the design of a system are described.
Part II, the study, is concerned with the way in which the work 
was undertaken in the subject company. Although not further subdivided this 
section could also be considered in three stages. The preliminary stage 
shows how the list of data necessary to cope with decision-making in a hotel 
was generated. Examples are then given of the way in which this data was 
actually collected and used for solving problems. This involved implementing 
procedures to manipulate the very large volumes of data and their interpretation 
in a way that would have meaning to managers unaccustomed to structuring 
their thinking in terms of market information. Thus a limited strategic 
planning process was introduced that effectively bridged the gap between 
thinking (decision-making) and doing. Finally, a feedback mechanism designed 
to monitor the effects of these actions on the hotel’s position in the 
market place was developed and applied through its sales force.
Part III, the evaluation, assesses the methods used in the research 
and the results which they achieved. In. addition, the general viability 
of market information systems in other types of hotel is considered.
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GLOSSARY
À. la Carte (restaurant)
A restaurant in whioh the guest selects a meal which 
may contain any combination of items on the menu.
AIDA
Banqueting
Cancellation
Chance (arrival/sale) 
Chef de Cuisine 
Commissionable source
Concierge
Contact card
Convention Organiser
Cover
Duty Manager
The analysis of inter-connected decision areas, a problem 
solving technique.
The department of a hotel concerned with the sale, 
organisation and service of events which require little 
or no overnight accommodation,
A sale of accommodation which is nullified by the guest 
and for which sufficient notice is given to enable the 
hotel to attempt to resell it,
A sale/arrival for which no advance reservation has been made,
"The head of the kitchen", food production manager,
A sale of accommodation made by an agency which requires 
a commission e,g, travel agent, airline, reservation service.
The department of a hotel concerned with personal guest 
services. Staff include, porters, liftmen, doormen, 
pages, garage men and message clerks. The word is also 
applied to the head of the department, the head hall porter,
A summary record of transactions between a department 
of the hotel and outside people or organisations,
A person or organisation responsible for convening an 
event which uses a range of hotel facilities including 
accommodation. May be a member of the convening body, 
an employee or an agent,
A place setting in a restaurant.
The hotel employee to whom any problem may be referred
Extra Departure
First class (hotel)
in the first instance particularly if a specialist manager 
is not available* Permanent duty managers are junior 
executives though senior executives may assume the role 
to cover, say, weekend shifts.
A guest who leaves the hotel before his stated departure 
date..
An emotive term used to describe an (expensive) hotel 
which has structured or limited the range of facilities 
and services which it will market*
Floor Service
American terminology for room service.
Food and Beverage Manager
The senior hotel executive whose resuonsibility encompasses 
all departments concerned with the preparation, service 
and sale of food and drink.
Front Office
An American term for those hotel departments directly 
concerned with the administration of bedroom sales.
■ Usually includes, reservations, reception and cashiers.
Front Office Cashier
Cashiers who prepare and maintain bills for guests using 
bedroom or function space. Responsible for controlling 
cash receipts and implementing credit procedures.
Function
An event involving ten people or more who meet in the hotel 
and do not use bedroom space e.g. dinner/dance, fashion 
show, buffet lunch, business meeting, cocktail party.
Group
A number of people who book ten or more bedrooms.
Guest Contact (staff)
Hotel employees who come into personal contact with 
• guests in the course of their duties.
Guest History 
Haute Cuisine
Housekeeping
A record of personal and behavioural details of hotel users.
An elaborate style of cooking and serving food dominated 
by the traditional French techniques of the nineteenth 
and early twentieth century.
The department of a hotel concerned with the cleaning
and superficial maintenance of bedrooms and public areas.
Hotel Group
A company which operates more than one hotel.
Lead Time (reservation)
The interval which elapses between the purchase (booking) 
and use of hotel accommodation.
Line Llanagement
Luxury (hotel)
Executives charged primarily with the responsibility of 
managing production and operational activities.
An emotive term used to describe a (very expensive), hotel 
which is prepared to offer to the market any service 
or facility from whi ch it can profit.
Ho— show
A sale of accommodation which is not taken up by the
guest.who.does not advise the hotel of his changed intentions.
Occupancy - double )
single ) The number of hotel bedrooms which are occupied. Double, 
twin ) single, twin refers to the type of bed in the room.
Occupancy Percentage
The number of hotel bedrooms occupied expressed as a 
percentage of all the bedrooms in the hotel.
Pick—up 
Rack Slip
Registration Card
Referral
Restaurant Manager
The number of chance sales occurring in one day.
A small piece of paper on which reservation details are 
recorded. These are filed in racks in alphabetical 
and arrival date order.
The document of prime entry for accounting and legal 
purposes 'which the guest is obliged to sign before being 
allowed to take up residence in the hotel.
A sale which has been transferred from another hotel.
The person responsible for the operation of a restaurant.
In a hotel this would not include the purchase or 
production of food or certain aspects of administration.
Rooms Division Manager
The senior hotel executive whose responsibility encompasses 
, all departments concerned with the provision of 
accommodation and associated services to hotel guests.
Room Mix 
Room.Service
Seat Turnover
Shoulder (day/month)
Spend
Staff Management
Stay-on
Through bookings
Tour Operators
Transient (guest)
Travel Agent
Walked (guest)
The proportion of bedrooms sold/available by type of room.
The department concerned with the service of food 
and drink in hotel bedrooms,
A ratio of the number of seats occupied (meals served) 
to the total number of seats in the restaurant,
A period of high sales immediately preceding one of low 
sg,les* Graphed, such a pattern produces a characteristic 
curved line.
The total expenditure of a guest including service charge 
and taxes.
Executives charged primarily v/ith the functions of admin­
istration and planning*
A guest who extends his stay in the hotel beyond his 
stated departure date,
A reservation for accommodation which extends over 
(through) a certain period i.e. is for more than one night.
Commercial organisations which purchase tourist services 
(accommodation, transport, entertainment) in bulk and 
resell them either retail to the public or wholesale 
to other distribution channels.
Hotel users whose pattern of utilisation is irregular 
and difficult to predict at the individual level,
A commercial organisation which purchases tourist services 
on behalf of a client.
Guests with confirmed hotel reservations for whom the 
hotel is unable to provide accommodation when they arrive.
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PART 1 THE THEORY
ON TES CONCEPT OF A SYSTEM INTRODUCTION
One of the major premises of the chapters which follow is that the 
Concept asr understanding of a system or of a problem may vary according to 
the way in whi ch it is perceived* During a consideration of the nature of the 
universe and the source of order within it, Aristotli^^nce observed that the 
universe could be likened to an army:
,,for its good is found both in its order and its leader, and more 
in the latterj for he does not depend on the order but it depends on him,"
(2)Another Greek, Archilochus, a poet this time, can offer a phrase which,
in its interpretation, can conjure up the manner and the importance of the
leader’s way of perceiving. Among the fragments of his poetry he has a line:
"The fox knows many things but the hedgehog knows one big thing"j 
which lends itself to two distinct and interesting meanings.
The first of these is that, quite simply, all the cunning of the
fox is easily defeated by the hedgehog’s single defence* On another level,
however, it can be taken to describe a difference of intellects, of ways in 
which the leader (or the individual), might base his perception of the world. 
There are those who relate everything to a single central vision, one system 
or set of values, in terms of which they understand, think and feel and on 
the other side, there are those who pursue many ends, whose ways of t hi hieing 
are centrifugal rather that centripetal. The first of these are’hedgehogs *, 
the second,’foxes'.
It is not important or relevant within the context of this text to 
judge the merits of these alternative approaches, but it is important to 
note that alternative approaches do exist and that the structure of the 
Universe may be changed because of it. Antoine Lavoisier renamed phlogiston 
as oxygen and placed it in the air instead of i:i metal. He also changed a 
centuries old explanation that metal was mads of phlogiston plus calx and 
that the reduction of metal to caAx was caused by burning off the fiery 
element of phlogiston, Sigmund Freud has undermined the supposition that 
man is ’reasonable* and able to. control himself rationally with respect to
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factors both internal and external to himself. In one sense these and
other men, Einstein, Newton, Darwin, changed nothing, in another they changed
everything.
Motal remains metal and man remains man, hut oui' perception and 
understanding of them has changed. The order of this part of the universe 
is now seen in a different way, but it is not the universe which is different 
but the conception of its order. It is realised that order is a mere 
generic term, there can only be some definite specific type of order, not 
merely order in the vague. The concept Of order embodies our discovery 
of pattern and regularity in the world, it summarises the fact that we find 
threads of uniformity and connection that bind together discrete objects 
and occurrences. The development and use of a market information system 
1‘epresents a sea,roh for a certain kind of order.
There is no clear path to the kind of oi’der or orders which are being 
sought. Indeed, it is difficult even to isolate the term ’order* itself, 
Everything has an order of a kind - a pile of rubbish, the wreck of a crashed 
vehicle, possess elements that bind their discrete objects, such as, 
similarity of origin, location or cause. It has been suggested that disorder 
and the complexity and anxiety whi ch it evokes is therefore simply the 
presentation of too many orders, too many levels of meaning, at one time $ 
Orders are perceived to render the all—pervasive disorder of the universe 
comprehensible.
This concept gives rise to the question of movement between order 
and disorder to produce an apparent conflict between two important theories 
“ that of entropy and that of evolution. Entropy, the second law of 
thermodynamics, states in effect that natural processes result in an increased 
entropy by tending toward an equilibrium in whi ch the entropy is maximum; 
that is: a direction of movement from a position of order to one of 'random 
equal disorganisation' (or death) and hence disorder. Evolution, on the 
other hand, states that within the environment pressures exist whi oh improve 
the adaption of species to that environment? that is, natural selection is an 
ordering process. Each of these theories applies to certain isolated systems, 
but there is no logical reason why they should nbt have some common ground. 
Indeed, the system definition put forward in chapter one includes a 
requisite of "nega,tive entropy", the ability to survive and thus takes the 
stand that whore conflict arises order must prevail over chaos.
Ill,
Such a view is closely in line v/ith the outlook of our culture for 
many centuries. It has been an entrenched assumption from the time of 
Plato that order takes precedence over chaos and that the function of order 
is to dominate and restrict it, Man * s function was seen to bring order to 
the world through the implementation of God’s will and in doing so achieve a j
state of grace, and man’s ability to respond in this way is a measure of the |
1relationship betv/een God and man, ij
Man’s primary asset in this task of creating order are his problem- j
solving skills. Response involves evaluation, formulation of alternatives j
and selection from among these. It is not mere learning that raises man’s j
problem-solving above that of other animals,-but his additional abilities to 1
attribute meanings to his actions and to project the meaning of future ,|
events in terms of himself or his concepts. Such meanings and such projections i 
are choices of future levels of order through v/hich a man seeks to organise |
and interpret his experience. As mors levels of order are perceived, more |Iand more of the universe becomes amenable to man’s understanding and knowledge,
Von Bertalanffy’^ ^2®neral systems theory and in particular,
Boulding’^ ^^nterpretation of it, seeks to create levels of order by 
organising general relationships into what the latter calls a "coherent 
system", Boulding considers tv/o alternative ways of doing this, either 
to pick out certain general phenomena, or to create a hierarchy of complex!ty 
in respect of the behaviour and level of abstraction appropriate to various 
"empirical fields". He chooses the second approach as being the more 
"systematic" and identifies a progression from mechanical systems such as; 
static (frameworks), simple dynamic (clockv/ork) and cybernetic, through 
organic systems such as; open (self-maintaining) genetic (division of parts) 
and animal (self-aware), right ’up’ to human, social and even transcendental 
systems.
Thus, a theory was being sought that would point out similarities 
in the theoretical constructioh of different disciplines and that v/ould 
develop models applicable to at least two different fields of study. The 
Underlying aim v/as, therefore, to create a medium within v/hich the ideas 
of such hybrid disciplines as management science and biochemistry might 
germinate.
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However, it is indeed questionable as to whether such a classification 
is useful in developing the concepts associated with an information system, 
or even for its stated purpose. There appear to be at least three 
fundamental areas in which the theory is deficient.
The first of these is the emphasis placed on growth and the close 
correlation which is postulated between growth, the ability to exhibit a 
wider variety of behaviours and complexity. Such an emphasis does not 
contain all the implications of the process of evolution which is concerned 
both with development and v/ith adaptation. Taken together, these tv/o 
factors alone are not alwa.ys associated with an increase in complexity and 
it is necessary to concede that use of the term ’grov/th’ involves a value 
judgement v/hich is not always to the advantage of general systems theory.
For example, it is difficult to assess the value of being able to behave in 
a greater variety of ways against the value of being able to behave at all,
A tree may be a less complex system than a man, but its capacity to survive 
(continue) is greater. Even as a class, trees outlive societies.
Secondly it is apparent that certain important classes of systems 
do not fall within the boundaries of these definitions, What kind of system 
is represented by a garden or by a child playing with a toy, or even by a 
book? These can only be encompassed by the theory if their parts are 
separately considered. It is not in any v/ay convenient to be obliged to 
classify all ideologies as transcendental, being ultimate and "inescapable 
unknoTvnables", they must defer to the need to find v/ithin them a level of 
order.
Finally, therefore, it v/ould appear that the failure of the theory 
is its very lack of a systematic approach. It does not consider the
totality of the elements v/ithin the compass of a given system.
Conceivably, in many situations, a traffic light may contribute more to 
a (human) concept of order than either a tree or a caterpillar despite 
their reversed status v/ithin Boulding’s progression. The explanation for 
this highlights two important needs. The performance objectives of a system 
must have a relevance to the current situation, and they must also provide
a framework within whioh future levels of order can be organised.
It is more useful to recognise that the true determinant 
of a system is related primarily to its value, and that its value 
is assessed,not in terms of growth or complexity, hut in terms of 
use or meaning. There will not always he a progession from one t,-\^e 
of system to another v/ith this kind of definition, there will simply 
he a difference. That difference v/ill he related to the kind of 
order that it is most ’valuable’ to perceive.
It is thus possible to distinguish a state of order from that 
of disorder in terms of the meaning attributed to it. An order is. an 
arrangement with respect to which it would matter if it v/ere otherwise. 
Of course, if reference is made back to the previous examples, some 
kind of order can be applied to everything, even a pile of rubbish. 
However, the relation of order to disorder in terms of progression can 
usefully be related to the kind of meaning v/hich it displays. Thus tVie 
difference betv/een a pile of books and a library is a difference to do 
with the way in whi ch the books are collected and arranged In the latte: 
- the order of the books in the library has ’more’ meaning, embodies 
a greater sense of value.
To explore this argument further involves an analysis of 
hov/ values are attributed to orders, v/hioh does not serve the purpose 
Of this introduction. Here it is merely intended to outline the 
Special kind of order posed by the market information system of a 
hotel in order to supplement the definitions in the early part of 
the text. The next point to consider, therefore, is the kinds of 
values that may be important to different systems, (and to recognise 
that they are not all encompassed in the system concept 
described).
The most basic and general value system v/hich exists is religious/ 
spiritual. Such systems are generally used to explain the nature of the
VI
cosmos or the workings of nature and,because of this, they are extremely 
fundamental. They contain an imperative which relates everything to one 
central concept, and they a.re particularly useful because,through this 
imperitive, they can explain things which are otherwise beyond understanding; 
in this way thej- are also self-supporting. Hence, the philosopher,
Immanuel Kan^^was able to say:
there is a God, just because nature...... cannot proceed
otherwise than regularly and according to order."
This kind of system can "discover" itself by"reasoning" and thus prove 
itself correct.
A second type of system, closely related to the first, is an 
empirical one. This is based on pure observation of events and ofCers a 
new approach to ideas like : "the earth is the centre of the universe". (5~) 
With an imperative system it is, with an empirical system it is not, Newton 
provides a good example of the relationship between the imperative and the 
empirical. He considered at some length the reasons for order in nature, 
what holds the stars and planets in place,why planets have regular and 
comets irregular orbits,what fills the emptiness of a vacuum and finally 
concluded that God was responsible. He also went on to describe the 
workings of gravity. In either case however he asserts that demonstrated 
order is a fact independant of its cause and the task of science is to 
discover or demonstrate order. Gravity is an example of an empirical 
system,a demonstrable level of order.
At the opposite extreme we have a third type of system,an intuitive 
or artistic system. The order with whi ch science deals is discovered 
but the theories with which it works are created. The best examples of 
created orders are artistic ones - musical compositions,novels,paintings.
They possess elements of system whi ch are ordered in obedience to a theme 
known only to the composition. The composition itself establishes an 
organisation that can be recognised by human senses. That such an 
organisation is intuitive means that each individual can perceive within 
the structure something for himself. Without organisation,the structure 
cannot be recognised but that organisation is created uniquely by the 
originator. He,of course,creates in terms of his culture,in terms of an 
established order and it is this common thread which provides the basis for 
recognition of his v/ork. New theories,new forms of art,art from other 
cultures are ]ess easily recognised and therefore accepted more slowly.
VI tL
. Finally,there are systems created with "standard" rules, such as 
games, mathematical or legal, systems. They differ from intuitive.systems 
in that they are meant to he accepted in the same way by everyone. Of 
course, like artistic systems they do have different levels of meaning, a 
seven is not just a seven. Their most important attribute is a set of rules 
by which the arrangement of pieces on, say, a chessboard, may vary; the 
procedures by which the pieces are manipulated may not. This is perhaps 
the difference between form and content. In an artistic/intuitive system 
the elements may be arranged according to any principal and it is the final 
shape or form which is important. In mathematico—legal systems the reverse 
is true, since it is the method of arrangement which is important. Justice 
must bo seen to be done.
Religion, science, art and mathematics, none of these four types of 
system is without elements of the other three, none of them can provide in 
isolation a conceptual basis for the formulation of a market information 
system. Here, a special kind of order is required, a pragmatic order, which 
will allow for change and which will serve possibly unknown purposes. In 
a world of change, no order o§.n remain inviolate and survive. Since each 
person within the social system responds to his environment in a more or 
less individual manner such systems tend to be dynamic, open-ended, (reaching 
no final conclusion), novelty producing. This tends to produce conditions 
of order which give no clue as to the future, in that the likelihood of any 
particular set of events being repeated at any future moment cannot be predicted, 
A concept of order is needed that will take machine breakdowns or illness 
into account. The whole discipline of statistical probability with its rules 
§nd methods and standardisation of errors is designed to do just that, to 
bring the (unpredictable) realm of disorder within that of order. It achieves 
this by incorporating a property of disorder, randomness, within its 
methodology. However, there is no evidence that the manifestation of any 
given factor which applies to a collection also applies to individual parts 
of it, or even, that the factor itself is constant, only that the collection 
manifests it.
Given this evidence, it is important to examine carefully the logic 
which surrounds the laws of cause and effect. With a description of prior 
and subsequent events it is required to show that the one follows from the 
other. If a ball is released in the air, it falls to the ground. Falling 
follows releasing, but this simple example is enough to show that the causal 
and the logical orders are not necessarily the same. Logically, there is no
V3.ll
reason why the hall should not hang in the air, rise or travel off to one 
side. Causally, the presence of gravity, (force) and the absence of other 
factors, result in its fall.
Thus, what a market information system seeks to provide is a concept 
of order, which will both structure and establish relationships between 
present and future events. It is required to create orders within which a 
hotel can function. Such creativity necessarily implies the rejection' of 
some existing order since the act of creation requires a new/different 
perception of events. The old order is destroyed by the perception of the 
new. It is,of course, impossible to imbue the inanimate with creativity.
So that, the terms and definitions established in the early part of the text 
are to do v/ith establishinga state v/hich can evolve a cross between a 
*hedgehog’ and a ’fox’. That is^to say, that within the body of a central 
concept, the information system, an environment is produced in v/hich 
alternative perceptions and new levels of order may be genera.tedc In this v/a.y 
the information system can contribute to the survival of both the marketing 
function and the organisation in the face of constant change.
.'S'
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THEJ30NGEPT W  A SYSTEM CHAPTER I.
1, Properties of a System
The definition of a system, within the context of flows of 
information, presents a complex problem. Logically, a system must 
possess two properties - structure and behaviour,
1'. 1 .The Structure of a System
The elements of the structure are summarised as follows;
A system may involve an unspecified number of members or elements.
The nature of these elements is irrelevant since it is their 
organisation as a whole which renders them systematic,
* The elements of a system do not become constituents through their
inherent qualities. That is, they do not form relationships based on 
identity, diversity or similarity. It is the distribution or 
arrangement of the elements which form a system, thus the element 
participates in the system by means of its positional value,
• Elements are distributed within a dimension of time and space. Thus 
the occurrence of an event at a certain time and location can 
determine its participation within the system.
Finally, in a system the members are not significantly connected with 
each other except with reference to the whole, i.e. outside of the
system there need be no plausible "direct relation" of the elements.
This last point is an important one for several reasons. It is a 
well known dictum of the "Gestalt" psychologists that,’the whole is 
greater than the sum of its parts’ and this statement is often used to 
• refer to systems. Unfortuna%el^f^'"%e^^ë ^o‘^sSgges?*^ two*^ ;^ rocesses whi ch­
are unlikely to take place, involving not only the summation of the parts 
but the addition of a new, hitherto uninvolved, factor. As already 
observed however,it is not the inherent qualities of the elements that 
are involved in the formation of a system, the parts may be alike or 
different,existing now or in the future, real or abstract. Thus the 
question of adding these parts does not arise, simply because theyido not 
lend themselves to this process. It is the arrangement of the elements 
in a certain time and place that constitutes the system. Thus the 
structure of a system is constantly changing as the elements which are 
arranged to form its parts vary,according to the environment in which it 
behaves.
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This is particularly significant for an information sys;tern,since the
flow and distribution of information within a major system^such as a
business organisation,changes constantly,according to a number of
variables, many of which can only be identified with great difficulty.strikingHowever,one of the most j determinants of system structure to identify 
is that of ’organisation climate’ or ’management style’. In general, in 
the same way that there is a relationship between organisation structure 
and technology (as described by Woodward in I965), there is a relationship 
between organisation structure and information flows. Organic organis­
ations (as described by Burns and Stalkerf \/hich encourage high levels 
of employee participation and involvement(corresponding to Likert’s^ ^^ 
systems 3 and 4) tend to disseminate information flows and thus share 
awareness of current operating conditions; The reverse state exists 
within mechanistic organisations (Likart’s systems 1 .and 2) which are 
marked by formal information flows up the organisation hierarchy and a 
withholding of information in the other direction - whi oh tends to result 
in the development of informal information structures to compensate*
Thus the structure or elements within an information system will vary, 
according to the prevalent organisation climate or management situation.
It is also useful at this point to refer to Woodward’s *^ 9^7o) analysis 
of the relationship of organisational behaviour and technology. She 
indicated some of the difficulties whi ch are involved in regarding 
organisations in the form of a hierarchical pyramid when examining the 
distribution of various functions at different levels. It was observed 
that with increases in size a,nd complexity, direct control became more 
difficult and that control processes could not always be regarded as a 
part of the authority structure in such situations. To cope with this, it 
was suggested that a more useful and realistic concept of an organisation 
Was that of two spheres, one embracing the design and programming of the 
production task, and the other its execution,
V/ithin V/oodword’s theories, a great deal stems from these concepts, 
especially a rather neat categorisation of production techniques and a 
progression of four classes of control system with which they are 
associated. While such a correlation may exist between controls and 
manufacturing systems, it is only possible to use the concept which 
relates the form of organisations and their structure when a consideration
of information flows,within hotels,is concerned» This can partly he 
explained in terms of the established research. The organisations studied 
were all manufacturing units concerned with the production and assembly 
of p. range of products* For a hotel, similar conditions exist within 
parts of its organisation, which are concerned with the production and 
assembly of me&ls. It must also be remembered, however, that this product: 
is also packaged and sold on the same site. In addition, a large part 
of the organisation is not concerned with any manufacturing process at 
all, but is involved in monitoring the impact of services.
Thus the nature of the planning and control processes which are involved 
can be assumed to be more complex. At this stage, it is of little value 
to produce a speculative analogy of the two spheres. However, it is 
important to note that within a multi-dimensional concept of a hotel as 
an organisation, the role and nature of the information structures will 
vary among and between different sub-systems.
A second factor which contributes to the constantly varied composition
of an information system is the nature of the decision-making processes
which it must support. It is apparent that the value attributed to a
given "bit" of information will vary according to,the person who is
using it, the situation in which it is used, its source and its availability,
The range of this structure may be illustrated by comparing the information
needs for a programmed decision, such as how to record a reservation where
information requirements are fixed, known andi- subject only to availabilityforand information needsyan unprogrammed decision, such as a strategic 
decision where requirements are varied and often unknot-m.
Thus the structure of a system comprised "a number of elements 
possibly without plausible connection except with reference to the whole 
positioned in time and space". The synergy of a system (or gestalt 
effect) often misleadingly described in terms of is, in fact, the
result of the goint effects of the positioning or arrangement of these 
elements.
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1,2, The Behaviour of a System
The structure of a system is concerned with elements or events.
The behaviour of a system is concerned with activities. To be 
recognisable as systematic, activities must be structured, forming a 
pattern which is complementary or interdependent, occurring more than once 
and occupying space and time, i.e. it must endure . Thus random 
occurrences are not referred to as- systems.
The most important activity of a system is conversion. In 
engineering terminology,systems convert inputs into outputs; in social 
science terminology,systems convert stimuli into responses, A socio- 
technical device such as an information system comprised of both people 
and machines converts data into information, a mechanical process, and 
information into decisions, a social process .
Systems may be described as being *ouen* or ’closed'. The suggested by Katz and Kahn (ll; following attributesy'are common to the behaviour of open systems and,
by implication,foreign to or absent from closed systems •
i) Importation of energy
Open systems import some form of energy (input or stimulus) from 
the external environment. This is taken in the form of data or information 
for the purposes of the present system. Lack of such energy importation
112)leads to system failure. Examples of this were demonstrated by SoloniQ^  
et al when subjects deprived of sensory stimulation developed 
hallucinations and showed signs of mental stress. At a simpler level, 
the quality of information is clearly a function of the data of which it 
is comprised,
ii) The conversion
Open systems transfij^ rm the energy available to them e.g. a person 
transfœms information into thought patterns. This entails modifications 
to the input which is known as work.
iii) Output
Some production is exported into the-environmentsuch as ideas, 
decisions or actions.
iv) Cycles of events
The conversion process is cyclical in nature, that is to say that
the system output calls forth a new input which leads to a- repetition of 
the sequence of activities. For an information system this may he 
represented diagramatically as follows:
ENVIRONMENTFaction I
DECISIONS --
- — — — -------------------------- —
INFORMATION
fig, 1, The Cycle of Events in an Information System
Such a cycle creates structure; for a machine this is a structure
of parts (things); for a society it is a structure of events. To create
structure,the activities of A would have to shape or elicit the response
from B who stimulates A and so on, (a simple stimulus - response does not
constitute a system). Thus each cycle does not have to involve the same
set of activities, it may merely use the same process and lead to a -
similar output,
v) Negative entropy
To survive, open systems must arrest the entropie process; they 
must acquire negative entropy. Entropy is the process by which,in nature, 
all forms of organisation move to a state of random disorganisation or 
death. Open systems defeat entropy by importing more energy than they 
expend or by storing energy. In an information system this can take the 
form of a data bank,
vi) Feedback
Part of the input to an ppen system consists of signals about the and statestructure/of the environment and its own functioning in relation to that 
environment. Information feedback of a negative kind enables the system 
to correct deviations or variances from plan. Where such feedback does " 
not exist, this will result in continued inbàlance of input and/or output 
and the eventual collapse of the system. It should be noted that reception 
of inputs is selective. An information system is designed to record only 
certain types of data, this data is then encoded to produce information 
which is selectively perceived by managers. This coding and filtration 
effect can present problems in identifying the nature of changes in the 
environment. Thus a manager may attempt to solve a strategic problem 
(the product is not selling because it does not meet market needs) with an 
operational solution (hire another salesman) because he is not attuned to 
the right information.
vii) The steady state and dynamic homeostasis
The importation of energy to arrest entropy operates to maintain 
some constancy in energy exchange so that open systems which survive are 
characterised by a steady state. This is not a true equilibrium for the 
system is never motionless, there is a continual inflow of energy and &n 
export of products. However,the basic character of the system remains 
the same. This preservation of character, already noted in regard to 
entropy,may also be displayed by the behaviour of the system in attempts 
to control or absorb external forces. This growth or expansion may preserve 
the system through increasing its size (its boundaries, sphere of control) 
or its efficiency.
viii) Differentiation
Open systems move in the direction of difgrentiation or elaboration. 
Diffuse patterns are replaced by specialised ones and this specialisation 
tends to render the system more efficient e.g. the growth of personalty 
proceeds from crude mental functions to weliÆfTerentiated systems of 
belief and feeling. Of course, such specialisation does reduce versatility.
ix) Equifinality
A system can reach the same final state from differing initial 
conditions and by a variety of paths. This relates to point iv). The 
development of regulatory mechanisms may inhibit this property when 
co-ordination and control are seen not as devices to adjust the system 
to the environment,but as ends in themselves.
It will be demonstrated in the description of the information flows 
generated within the hotel that all the properties of structure and 
behaviour discussed above are present and that they can properly be 
described as a system. In particular it will be seen how the relationship 
of the organisation with the environment was changed by the system as it 
sought to increase its control or knowledge over conditions in the 
environment and modified its behaviour and structure in response to this 
control.
THE THEORY OF THE ROLE OF THE MARKET liTFOHîRVTION SYSTEM CHAPTER II.
1, Introduction
In order to understand the role of the market information system 
within the hotel it is necessary to analyse the throe main processes in
which it has a part to play:
— decision making
- marketing
~ organisation structure.
I am using the term "role" in a very wide sense since I intend it 
to refer to all the behaviours associated with the system by individuals, 
groups and organisations. Thus”organisât!on striioture»»refers to the state 
of "dynamic homeostasis" of both the information system and the overall
system to which it contributes - the hotel.
2. Decision-Making
Decision-making is central to organisations^ everyone in an 
organisation makes decisions and this process is one of the major linking 
factors of the organisation structure. Indeed, the "shape" of the 
organisation is that of the distribution of decisi on-making processes. 
These processes are usually broken down into three phases: (Sirnon)^ ^^ ^
a) choice - choice is regarded as essential to decision-making,
in fact the process is often defined in terms of choice 
e.g. choosing from among alternatives, selecting a 
course of action. In practice,the element of choice is 
not significant due to the fact that it is always 
present (oven as a last resort in the form of choosing 
between doing and not doing something) and due to the 
randomness of the way in which choice may be presented.
8b) mental process - this takes the form of the application of a
value system to information. Both values and 
information are highly dynamic and unstable variables 
and this-is a key element in the performance of the 
market information system,
c) purpose - decisions are to do with modifying a perceived status
or situation in order to achieve an objective. It 
should be noted that the objective may be unknovm to 
observers of the decision maker or even to the decision 
maker himself e,g, the motivation may be unconscious
It can therefore be observed that so-called rational decision-
making is a very involved process, since there is, a series of obstacles
to the achievement of what- might be described as conventional rationality.
Rational choice,for example,implies complete knowledge both of all 
possible behaviours and of their consequences,plus the freedom and the 
capability to choose. It is very rare that situations in which these 
conditions prevail actually arise. Practically, "higher" classes of 
decisions which have been called unprogrammed decisions (see ggDove) are 
made in conditions of partial ignorance. This is true of many strategic 
decisions, "Lower" classes of decisions which have been called programmed 
decisions are fettered by precedent in the form of habit or in the form
of contingent decisions such as rules,— "if X happens,do Y",
The mental process also tends to act against objective rationality. 
Items such as memory, learning, teachability and habit will influence the 
facts that are brought to bear on the situation and the way in which they 
are processed will depend on the abilities and attitudes - currently 
prevalent in the individual making the decision.
This is not to suggest that the outcome of each decision situation 
is random,nor to condemn elements which tend to channel decisions. It is 
to recognise that in actual behaviour, which decisions are made and the 
outcome of those decisions is a function of the stimuli which are present. 
Thus a major activity of an information system is to do with identifying 
and shaping the stimuli that;are present in decision situations.
2*1. Information Processing.
The ‘behaviour demanded by a situation, so called*adaptive*or 
'rational’behaviour, is»as already observed, difficult to predict. That 
is because we have two unknovms in problem-solving,- the problem solver 
and the problem environment.
The problem itself can be redefined in terms of a desired outcome 
which the solver does not know how to bring about. Thus to have a problem 
implies that the problem solver has certain information about the existing 
state of affairs and about desirable states of affair and that this 
information has been interpreted in a way that suggests goals or 
objectives to the problem solver and has given rise to a want or need to 
change the existing situation by means of action e.g. I am hungry 
(es dis satisfaction); if I ingest food I will not be hungry; therefore I 
need food, I will engage in food-seeking actions.
Therefore the first task of the problem solver is to identify the
problem i.e. structure the information which he has. A problem is described
as being well defined if a test exists which can be easily performed with Iand which ia relatively small amount of effort j will determine whether an objective ‘ j
proposed as a solution is in fact so. In the case of the problem described j
such a test might be the consumption of a small amount of food. j
Some problems exist in which the whole difficulty of solution j
!resides in finding what psychologists call the right representation j
(the right problem definition), A common example is' the ^ine dot problem. i
/ I  'The subject is presented with an array of nine dots * and is« ^  ^ Idirected to draw four straight lines, without raising pencil |
from paperij that pass through all ni'me dots. Usually the subject assumes j
that all lines must terminate on dots withinfhe boundaries of the square, ;
though this is not specified in the problem statement, in which case the :
problem is unsolvable. Without this restriction a solution is very ,
quickly generated. Thus the very way in which the problem is represented, !
that is, the way in which the information about the state of affairs is
made available, may^in itself, suggest a solution. ‘
There are, of course, two aspects to this statement. One is the ,
implication it has for the market information system i.e. it must-generate t
information about problems in a way that lends itself to the identification .
iiI
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of solutions. However the other aspect is to do with how representations 
are selected by the problem solver. People do not respond to stimuli 
directly, in the same way that a machine responds to an instruction; they 
respond to their perception or interpretation of that stimuli. The 
readiness to respond to a given stimulus, the "set" behavioup,will vary 
from person to person. Since we are constantly bombarded with stimuli 
from the environment we have developed filters to narrow perception and 
awareness to acceptable levels, to reduce complex situations (a street 
scene) to manageable 'bits* of information. It is therefore important 
that the bits of information which the system generates are perceived as 
signals and that those signals carry similar messages to different people.
In general there are two main classes of problem-solving technique 
associated with the two basic t;^e^ of problem formulation (representation) 
suggested by Simon and Newall,
(a) The Generate and Test Method (Trial and Error)
This method is used where the problem is formulated in terms of 
finding a subset out of a set of elements which have specified properties 
(called the goal set). Simon calls this the 'set representation' of a 
problem. The problem solver tackles this by generating a potential solution 
(subset) from the master set and testing them to see if they are a member 
of the goal set. An example of such a problem formulation would be the 
location of a target group for a marketing campaign e.g. how can we contact 
all males, earning more thqn I.X, aged over 45? The "difficulty" of such 
problems will be a function of the number of solutions required, the 
effort required to generate and test solutions, the sige of the problem 
space, (i.o, if there were only one 'right' answer in a million 
alternatives), the relative speed with which the solution was generated.
One of the fastest ways in which a solution might be generated 
is by problem recognition i.e. the answer is in memory and the problem is 
solved simply by recognising the question. Thus potentially difficult 
problems such as what is the number of your car (out of all possible 
numbers) becomes, "easy". This grasp of structure,or sudden discovery,is 
often termed insight. Recognition processes are important because problem^ , 
solving often proceeds by reduction, replacing a hard problem with an 
easy one. These sub-problems are then solved by recognition. To facilitate 
learning based on this technique,the market information system should 
store solutions to problems that have already been solved and present
Il
information in patterns which are quickly recognised. Tims constant 
presentation of report information in a standard format is an important 
way of helping managers to learn prohlem-solving techniques and,to a 
lesser extent »more complex "solutions" may he stored in the system through 
the development (and storage) of suh-routines or procedures designed to 
manipulate information in specific ways.
^h) Heuristic Search
This technique is applied when the problem is formulated in terms 
of searching for a path from a given state of affairs (an initial element) 
to an objective. Almost any problem in this formulation (called*’search 
representation*) can he recast in the set representation^thoughyin general^ 
heuristic search techniques offer an advantage where the problem space is 
large, due to its greater specificity. In the previous method^the 
generation and the test process were completely independent and&d not 
affect the sige of the field within which the answer may be found. The 
search technique worts by continuously redefining the problem and:.' . ’ ' 
developing methods for reducing the range of unknowns.
Perhaps this is best explained by a diagram (shoxm below) and an 
example problem*; provide a profile of hotel-users.
operation;
step 2step 1 
(element)problem
Exploration Tree diagram (Each "branch" equals alternatives examined}
The problem-solving itself is in the form of a cycle. Take an 
element from the problem space (that is, on the basis of information^ 
predict the relative promise of different actions and select one) modifying 
its structure (on the basis of information^ evalua.te past actions and 
choose one likely to be effective for this problem), test the result to 
see if it is the solution to the problem. If it is,stop. If it is notj 
either store the result ic'or later use (remember it) or reject it. The •? 
cycle now begins again, either by continuing to work on the current elementhy ■ .with different operations or/selecting a new element (hence advancing the 
search),
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Thus to work quickly through the example *3 the first step might
be to look at kinds of profile; which will be most useful - demographic,
socio-economic, attitudinal of behavioural. On the basis of experience
we choose the latter and select method of purchase as the next element
of comparison. Of the four methods we remember, one of them satisfies
the test for the solution; most rooms are bought by tour operators.
This is useful because we can also deduce other information about our
market from this,such as purpose of trip, spending patterns etc.
Finally,we decide to test mode of transport of our market and find that
it trgt^ eis sea. This satisfies all our tests for a solution at this astage and/final profile emerges of hotel users who are group cruise 
travellers.
It is worth highlighting some parts of this process in terms of 
their implications for a market information system. It will be noted 
that information is used in the cycle in two different ways. Predictive 
information really involves identifying the relationships that existed in 
the past under given conditions and checking their relevance in the 
present situation (e.g« is mode of transport related to hotel use?) The 
efficiency of prediction is a function of how well the problem is 
conceptualised, how it is structured (perceived)", thus it is possible to 
sort out important from unimportant parts and picture how they fit 
together. One of the basic skills in marketing involves relating products 
to situations.
The second use of information is to evaluate past actions, to
choose working methods. This involves a balance between deductive and
inductive reasoning, deducing minor premises from major ones (groups use
tour operators).,inducing conclusions from various bits and pieces (shipsthisare not the fastest mode of transport,/implies no need for speed, business
travel usually requires speed, therefore groups likely to be on holiday,
ships are therefore probably cruise ships). Sueh balancing could also be
called creativity. It is very difficult to build creativity into aamarket information system and it is thought that creativity may be/property 
of individuals.
The final aspect of the process worth noting is the way in which 
the problem was constantly redefined by the predictive process - which 
profile, which marketing channel, which mode of transport. Each time^the
^ the following process description is superficial.
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decision, rules and the tests are different^as sub-goals emerge which 
eventually lead to the final solution. It could therefore he postulated 
that search techniques of problem-solving are most appropriate for what 
has previously been referred to as unprogrammed decisions? t'hat is, 
those decisions which do not recur , are unanticipated)individual and 
tinique, where formalised decision rules are unlikely to be available.
Again, the example of strategic decisions springs to mind.
The very nature of such problems presupposes a situation in which 
a step by step consideration of all the elements would be unrealistically 
time-consuming. A more sophisticated way of looking at heuristic search 
problem-solving techniques was developed by the Tavistock Instituti^^n 
London (1^66). It will be observed that in the consideration of a problem 
which is not 'recognised*, such as the one suggested above, the range of 
possible solutions is quite large and it is indeed the very size of the 
problem space which comprises the difficulty of its solution. The 
exploration tree suggests that elements of the problem are considered 
sequentially and individually tested to produce sub-goals which lead to 
a solution. Thus the process of problem-solving is made clear.
However, it will be recalled that the first task of the problem- 
solver is to identify the problem which he has, to structure the elements 
within the problem space. Using the 'set representation* this is achieved 
by recognition, but with a 'search representation', structure must be 
imposed,not on the problem,but on the problem-solving method. It is in
this way that the search for the solution is facilitated,
A number of techniques are available by which this could be 
achieved. Basically they all seek to isolate the choices involved in the 
decision and to dodify the mental processes of the problem-solver. That 
the process description which has been shovm is superficial is easily 
apparent since it is clear that each element of the problem, each sub-goal 
which is established, is really affected not only by what has gone before, 
but also by what is yet to come. Hence, the use of predictive information 
to check the relevance of elements which were related under other 
conditions. AIDA, the analysis of interconnected decision areas, aims to 
establish the form of this interrelatedness at the beginning of the problem- 
solving process and thus facilitate the search for a solution.
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Thus the search takes place in three stages, First, each element 
of the problem where some choice has to he made is identified» Second, 
a so-called 'strategy graph' is produced in which the relationships 
joining these points are shown» Finally, the strategy graph is expanded 
into an * option graph' hy linking those options (choices) which are 
incompatible with each other. Thus where there are no option links, the 
elements of the problem are incompatible and unrelated. The technique 
can again be illustrated by the previous example.
(i) elements of the problem 
type of profile 
method of purchase 
mode of transport 
purpose of trip 
group size
(ii) strategy graph
trip purpose
purchase
method
profile type
group size I
mode of
transport
(iii) option graph
profile typeattitudinal behavioural
indiv
trip purpose, group
.tour operator
modepurchase
method direct sea
 size
 of transuort
(note: the lines denote an incompatible relationship)
 â* . . s.Interdeoenence of elements within the problem space yAIDA}
Vfhile the illustration is a simple one it does demonstrate the 
framework which has been applied +-o the problem-solving process. By 
establishing a pattern to the search, the size of the problem is reduced 
and by identifying incompatible relationships between elements, the 
uncertainty associated with each choice is also minimised. This does not,
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of course, solve the problem since there still remain several combinations 
of elements which are compatible and which therefore have to be tested,
Howevei', it is probable that several different combinatiors of these 
elements, several different orders, would all represent solutions to the 
problem. By identifying goal sets more rapidly the problem-solver then 
has a greater opportunity to test his solutions* This is particularly 
valuable in the case of unprogrammed decisions where all the elements of 
the problem cannot be certain or known. It is at this stage that it is 
necessary to abandon the concept of an optimal*- solution conceding rather 
that maximal solutions will be chosen in accordance with the perception 
and value system of the problem-solver.
2.2. Information and Decisions
In the light of this analysis of problem formulations and problem­
solving techniques^a further distinction of the nature of decisions and. _ ..  ^ )^^‘\wested by Ackoff(l6) and Salveson fl7)of the information flow which precedes themyis useful, ' • ^
a) Information Message Content
Decision-making is to do with choosing between alternative but 
unequally efficient (where alternatives are equal, chbice is irrelevant, 
so is information) methods of attaining a goal or objective, A 
communication to a decision-maker (i.e. an information flow) may be said 
to exist if it influences the choice of that method. Of course^that 
communication can take many forms’, it may be verbal or non-verbal (an 
expression of the facefbr example), it may be active or passive (the 
lack of information may influence choice) and it may be direct or indirect 
(the form of the communication, such as the layout of a report, could 
change the way in which the communication is perceived), A communication i
may be perceived as successful if it results in a choice of action 
acceptable to the sender e.g. if you actually buy the things on your 
shopping list. This influence may be effected by indicating changes in 
the probability, efficiency or value of outcomes.
The message content of a communication which changes the 
probability of choice is 'information'. The message informs and it does 
this in two ways: either by increasing the number of available choices
(a man who knows of two ways of doing something is said to have more 
information than he who knows only one) or by changing the basis on which 
choice is made (thus if tall men buy more of the product than short 
tall man is a more probable user than a short one).
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Where the message changes the efficiency of a course of action 
it is said to contain instruction (in the sense of learning). Measures 
of efficiency are also measures of value in the sense that more efficient 
means "better” (note:the value is identified or highlighted by the message). 
Instruction can also relate to problem formulation and thus problera- 
solving if the communication suggests a certain representation or 
emphasises particular stimuli in the message (e.g. the layout of a report).
A change in the value of the possible outcomes of a decision is the 
result of the motivation within the message. This is achieved by changing 
the relative value of one outcome with respect to others and indicating 
that the degree of satisfactioh to be gained ÿTom that-'choice is likely 
to be greatest. Motivation can be built into a communication in many 
ways e.g. an«operative may be motivated to follow a checklist of tasks 
because it is easier than thinking out the procedure himself.
It can therefore be seen that the message content of communications 
does vary and this can be loosely correlated with types of decision.
b) Types of Decision
Just as there seems to be an overemphasis* on the information content 
of communication,so there is on the action content (particularly in the 
physical sense) of decision-making. In fact^in relation to problem­
solving and communication processes,three main types of decision can be 
identified,
(i) Decisions of understanding are those which provide relevant and 
useful concepts which either contribute to a theory or to understanding 
or to some other human purpose. They establish (decide) relationships 
between elements and it is postulated that they evolve as a result of 
search representation problem formats based on communications which contain 
primarily information.
Two main functions within an organisation make decisions of this 
type. The research function which 'decides' for example that a certain 
type or class of person is likely to behave in a certain way (buy the 
product). This classification (relationship) may be based on a variety of 
elements (age, sex, domicile, income etc.). The other major function which 
decides in this way is the entrepreneurial or strategic one. Strategic 
decisions are usually "difficult" because the problem space is very large.
*to the extent that other aspects of the process are disregarded
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It is the main contribution of this decision to limit that space, to 
bound the actions of the enterprise, to establish relationships between 
activities and purposes.
(ii) A decision of recognition is the assertion or denial that a 
particular object or set belongs to one of the sets defined in the 
decisionTof understanding. As the choice of words was meant to indicate, 
problem formulation generally takes the set representation form. Therefore 
the communication is to do with implementing a course of action and has an 
instruction message content. An example of this type of decision might 
be in designating a certain location as a good sales area because the class 
of person understood.to be potential hotel users live there. Alternatively 
presenting information in regular patterns (charts, tables, graphs) so that 
irregularities will be recognised as problems is a further example,
(iii) Decisions of action are those that relate to changes in the state 
of elements. The message value of the communication is motivational but 
it should be noted that such messages are not necessarily contained in 
decisions of understanding or recognition which do not always specify 
action. Action decisions may be based on either method of problem form­
ulation and are modified or limited by decisions of understanding or 
recognition in..the rsense that the goal of the activity or the nature of 
the problem is previously identified. The action chosen is perceived 
as the most rewarding way of reaching that goal.
3. Iferketing
There are two main decision processes surrounding an organised 
commercial system, each of which requires an information flow. Internally 
there are those decisions which regulate the activities of participants 
and these will be discussed within the context of organisation structure 
in section 4. Externally there are those which regulate the activities 
of people whose interactions with the organisation are discretional 
because they are not concerned with the conversion processes of the system.
only with the outputs, Such people buv the products and in doing so/ \l8)provide the 'energic feedback' (Angyal) which re-initiates the cycle of 
events of the system. This aspect of the system is considered as 
marketing.
3*1, A Definition of Marketing in Relation to Economics.
The relevance of the problem-solving process^viewed as a function 
of the stimuli which are present within the problem environmenty.can best 
be demonstrated by a brief comparison of the roles of marketing and 
economics and by an analysis of buyer behaviour.
3,l,i. Marketing and Economic Theory
An interesting starting point is to set the two disciplines within
the context of the cultures in which they developed, that is to say, to
look at the stimuli within the environment at the time when the problem
solver was trying to develop models for buyer behaviour. It is worth as Brown (19) illustrates, pointing out thatyboth economic and marketing theories are attempts to
understand buyer behaviour .
Economics originated and was developed in eighteenth and nineteenth !(20) •century Europe, The style of European culture at that time was what Kahn
has called idealistic, Values were centred’ round noble, heroic, uplifting, 
patriotic ideals and the problems to which these values were applied were 
to do with furthering the survival (growth) of"the nationyusually by 
military and commercial might. This goal, set by small power groups, had 
to overricb the sub—goals of the vast bulk of the population to whom 
survival meant obtaining a share of the meagre (scarce) amounts of food 
and shelter that were available. Scarcity was an important factor in the 
formulation of the theory; periods of glut and of shortage tended to focus 
thinking on the interaction of demand and supply.
Thus the tone of economic thought set by men like Smith and Bentham 
Was generally a simplistic one - man is motivated by self (or selfish = 
immoral) interest in all his actions and finely calculates the balance of 
expected pleasure and pain of every oonkemplated action.
The buyer’s primary concerns therefore are to do with price, quality
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and usefulness. Before buyingjhe carefully checks all the prices for 
which his item is available in the market and then places his purchase 
where he can get the highest quality for the lowest price. Later, theories 
of organisation (the firm) behaviour were developed in the context of these 
values. The primary goal of the firm was to maximise profits and thus 
growth. This was achieved by means of price competition. The firm will 
supply goods until it reaches the bottom of a U on. a graph of costs and 
while the price of each additional unit of sale exceeds cost. Fortunately, 
as the price goes down, demand goes up to meet the increased supply so 
that the whole system drifts towards equilibrium.
Changing culture and changing technology have rendered this model 
increasingly invalid, ,At the beginning of the twentieth century 
conditions of demand and supply became less and less critical, distribution 
•emerged’ on the scene and began to replace production as the major focus 
of attention, A sensate value system began to develope centred round 
realistic, commercial, everyday, materialistic and amusing values (Kahil^V 
New patterns of buyer behaviour were observed which began to differ 
markedly from Adam Smithr’s economic man. In 1899, Thorstein Veblen 
published his famous "Theory of the Liesure Class" which looked at man 
within the context of society motivated not by intrinsic needs or 
satisfaction so much as by prestige seeking, emphasising the strong, 
emulative factors operating in the choice of conspicuous goods like houses. 
While Veblen introduced concepts outside the field of orthodox economics) 
other economists produced modifications to the theory in attempts to bring 
the model closer to reality. Thus the marginal utility theory was developed 
at the end of the nineteenth century (l870 - I890), Its most well known 
proponent, Marshall, used money as a measure of the intensity of (logical) 
desires to explain why the satisfaction (and therefore the worth to the 
buyer) to be obtained from a good should vary.
When the great depression began in the 1930’s^the economist
Lord Keynes stated in his "Theory of Employment" that this was because
people were not buying enough to keep the economy rolling, due to a
"fundamental psychological law" which governed human spending and saving.
Everybody had a propensity to save and indeed might withold this saving
indefinitely;" an act of individual saving does not necessitate a
decision to consume any specified thing at any specified date",dinnersNo dinner today does not mean twoyor even one dinner tomorrow. Thus 
people were described not as.buying what they were able in conditions 
of varying scarcity^but es choosing whether to buy at all.
This very concept highlights the difficulties of working with 
economic theory. It is concerned primarily with effects,not causes. It 
completely avoids questions of value and preference hy placing the utility 
function (the monetary wcrSi of a good or service) among the given data of 
the problem rather than among the variables to be explained. By presenting 
a normative model of behaviour it avoids concërn with the psychology of 
buying (and supplying). New values have meant a new interpretation of the 
pleasure-pain theory and it has been suggested that although buyers may 
act in the light of their best interest, this interest may not be easily 
apparent to an observer. Behavioural sciences are now trying to explain 
why a buyer chooses Ford over British Leyland, cigarettes over sweets, 
credit over saving. To do this, a multi-dimensional approach has been 
adopted to cope with a complicated kind of system - a social system. This 
approach has also been extended to cope with that facet of the social 
system, organisation behaviour. Because it is basically a steady state 
theory concerned with successive equilibrium conditions, economics is 
ill-equipped to explain the behaviour of systems in dynamic homeostasis; 
systems which are concerned with multiple products, are perhaps continuously 
on the declining slope of a cost curve, experience increased demand with 
increased price, may be unconcerned to make short-or even medium-term 
losses and, like individuals, do not always perceive their best interests 
(maximum profit) in the same way as a "rational" observer might.
Perhaps a better explanation for such phenomena can be found in 
some of the work that has been done to study the relationships between the 
cognitive system of an individual and his actual behaviour. This is 
usually considered in terms of wants or needs and goals. The individual 
seeks to attain a goal (say food) in order to satisfy a want or need 
(say hunger). In 1943, Maslo^^p^stulated that a hierarchy of needs 
existed and that as each level was met, a man tried to satisfy the next, 
higher level. Thus the progression began with survival (need for food, 
shelter, drink) and moved through security, belonging (love), and social 
(prestige, status) needs to self-actualisation or total self-fulfillment 
needs.
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This is not a completely simple process hov/ever. It is worth 
recalling that a man may use the same goal to satisfy several different 
needs or that conversely he may select different goals to satisfy one need. 
Such complexity is probably derived from the fact that many of our needs are 
acquired or learned and are therefore dependant upon previous learning for 
their method of satisfaction. Additionally, Maslovj noted that the process 
of need satisfaction did not procédé through the hierarchy in an entirely 
sequential fashion, A man might be partially satisfied on several levels 
of need or might ignore or suppress some needs altogether.
The way in which an individual organises his wants and goals is 
a reflection of the way in which he chooses to relate himself to other 
People* A fundamental part of his "self-concept". This self-concept is 
in turn founded upon his past and present environment (circumstances) and 
his aspirations. Thus white bread became fashionable not because of its 
(rational) nutritional properties, but because it distinguished the 
consumer from those who ate black or brown bread (peasants). It is this 
sort of idea which underlines a comparison between economics and marketing.
Further exploration of cognition is also useful to the workings of 
the market information system that will be described, A change in an 
existing cognitive system may be brought about primarily in two ways. 
Frustration of an existing want or goal may cause the individual to seek 
alternative means to satisfy his needs, to find new ways of perceiving his 
environment. Or, secondly, mere exposure to new data may result in a 
change of cognition. It is just such processes that the information 
system seeks to stimulate by identifying situations in which the needs of 
the organisation are not being met and by presenting new data to facilitate 
the creation of alternative, satisfactory goals. The difficulties encountered 
by the system are exactly those normally posed to change by individuals.
The needs which are felt are interwoven with a network of feelings and 
emotions, binding them to other needs and the strength "of these other 
factors within the personality (or organisation) may cause new data to be 
rejected or ignored on occassions.
Economic theory has its roots in the late eighteenth and nineteenth whencenturies/most people were trying to satisfy low level needs, which are 
also perhaps the most easily perceived of human needs. It should also be 
noted that such needs are mainly satisfied through tangible, visible things
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such as food, drink, houses, Economic theory was therefore formulated 
on the observation of satisfying simple needs.
In goîîLeral, the economic model of behaviour began to fit less 
well in the twentieth century because society began to satisfy a larger 
proportion of higher level needs. Survival and security were no longer 
a problem and it is part of Maslow's proposition that a satisfied need 
is no longer a motivator, it does not direct behaviour. Society began 
to seek satisfactions for its needs to belong and have status, A 
feature of these needs is that not only can they be satisfied in a huge 
Variety of ways but that such satisfactions are often intangible, they 
are not easily perceived, quantified or measured. In addition, the 
satisfaction of these needs overlays even the satisfaction of simple, 
low level needs. The purchase of a loaf of bread may be influenced by 
overtones of belonging and status; after all, the buyer is not concerned 
with whether he will satisfy his hunger^but how.
Thus the economic concept of a market as a. network of buyers and
sellers is no longer adequate. A more useful definition of marketing, with whichand the one I shall work^ gsr^ h is that "marketing concerns all those/activities of the system which relate to the interface between the outputs 
of the system and the environment". Thus the information/system of the 
marketing system should facilitate decisions about the relationship of 
organisation system outputs and the environment, (This concept of
overlapping systems will be more fully explained in the next section.)
Market information should therefore provide the hotel (the organisation) 
with a basis on which to predict the outcome of alternative actions 
(outputs). It does this by monitoring the elements of both the
environment and the system, 'One of the most important elements of tne
environment is the buyer.
3,2. Buyer Behaviour and Values
"People spend their money not for goods and services, but to get 
the value satisfactions they believe are bestowed by what they are buying,"
(23)(Levitt). Buying is a problem-solving process involving elements which 
are sometimes described o,s 'feelings’ and ’facts'. The buyer structures 
these elements during the decision process. Refering back to the problem-
solving process described by Simon."it is possible to categories the -(25)behavioural models of buyers which Kotler has summarised in these terms*
(a) Heuristic search buying
It is postulated that the progress of the search moves through 
three phases which have been described as a hierarchical sequence of 
effect^ (havidge and Steiner^^^^
Movement toward Purchase Phase (behaviour)
Awareness - knowledge Cognitive
Liking - preference Affective
Conviction - purchase Conative
Cognitive processes are regarded as regulatory in that they 
determine the direction and the method of identifying and choosing ways 
of satisfying needs. Heuristioally the search for satisfactions is at 
two levels. At the generic level)a class of objects is seen as containing 
the possible satisfier; hence a need identified as thirst may result in 
drink or possibly fruit drink as a means expected to satisfy the need.
At the object level)squashier possibly orange squash^may be specifically 
expected to satisfy that particular thirst. Thus the search is focused on 
a problem solution. The information used to differentiate generic and 
goal objects are referred to as signs or cues and the way in which these 
are arranged, perceived or available influence the solution. That such 
perceptions are not always relevant or valid is explained by the symbolic 
overtones that such cues convey (Preud),
The differentiation of goals is also resolved on the basis of the 
symbolic overtones assigned to the information cues. The degree or 
nature of the difference perceived between elements at either the generic 
or object level is sometimes referred to as the psychological distance. 
Obviously this distance is very difficult to determine since the 
interpretation or meaning assigned to a given cue by one person cannot 
be known by another. Such symbolic overtones are built up from the 
different experiences to which an individual has been exposed. However^ 
it is likely that persons of similar experience will have similar value 
systems,
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Affective processes are really a development and refinement of 
cognition. As the individual tends to validate his personal experiences 
of the world by interaction with other people,so he modifies his value 
system in response to the feedback that he receives. The resultant 
attitudes reflect the opinions (likings, preferences, morals) of important 
groups to which the individual belongs - cultures, organisations, family, 
work — or to which he would like to belong - social class, aspirant or 
reference groups. (Veblen, Hobbs) It has been observed by ICati^ i^ at one 
of the most important sources of influence within the buying process 
is ' what he describes as "opinion leaders". In a sense these are really 
the group marketing men because they tend to interface the group with 
the outside environment, they are socially active and well integrated. 
However, opinion leaders are difficult to identify since they are 
characteristically similar to other group members (a group leader is the 
most"normal" member of the group) and may indeed have received their 
opinions from leaders of other groups of which they are members.
The action of purchase, a conative process, is the step taken to 
relieve the pressures which have been shaped by the cognitive and affective 
phases of the individual. In an attempt to neutralise the tension created 
by these procéssesjsteps are taken which it is expected will achieve a 
result which is expected to be the goal. The buyer buys. This act of 
purchase closes the loop of the buying system,since when he consumes the 
product)the buyers cognitive and affective processes are storing information 
about its performance (relative to expectations),
(b) Set representation buying
A behavioural change which increases the likelihood that an act 
will be repeated (such as trying a product and finding that it does 
meet expectations) is learning. The buying process switches from one of 
search to one of recognition. In Pavlovian terms the buyer is impelled 
("driven") to respond to a general motive by recognising a particular 
configuration of cues, the specific response being determined by the 
degree to which previous experiences were rewarding (drive reducing). If 
the previous response was effective it may be repeated and the learning 
process reinforced. Sufficient reinforcement (repitition) will build 
habits which progressively reduce the elements of cognition and affection 
which precede purchase, problem recognition will increasingly reduce their 
role. Non-use of the response will cause the learned associations of the 
cues to weaken and it will be "forgotten", the nature of the problem will 
not be "recognised".
3*2»le A Model of Buyer Behaviour
The concepts that have been discussed can be summarised in the 
diagram shown below:
(Cues)
(Cue Configuration)
Information 
Sources l^ jstimulus to" buy|; = (Motivation)
 _Information
Channels
(internal cues)
(External cues)
Value! (Cognition)
(Affection)
BUYER
Purchase Decision
Product Availability
selection (Post-purchs.se feelings)
Product Use Cognitive Dissonance
• ■ j Other Po 31”PurchaseInformation  ^ 1 Users InformationA--------:----
fig. 4» A Model of Buyer Behaviour
(28)There are some difficulties in using this model, Palda^ror example 
has severely questioned the existence of a hierarchy of effects in the 
buying process, pointing out that there has not been demonstrated a clear 
correlation between any particular state within the process (such as 
awareness) and actual purchase, Eysenc^^aAd others have questioned the use 
And interpretation of Freudian concepts. Yet many of their objections 
centre round the difficulty of devising experiments to prove the hypothesis 
and they do not propound alternative and improved models.
The market information system described below was not devised in
order to develop models of buyer behaviour and yet a model is essential 
in order to provide a basis on which to work. One test of any model is 
its degree of fit with reality? do the assumptions of the model support 
reliable predictions! In general this has been found to be the case, 
though) as other experimenters have shoivn, social systems contain so many 
variables that it is very difficult to test any single one of them.
It has been found useful however to assume the general approach 
described. Buyers are faced with solving (making decisions about), a 
problem; they can solve it in either a creative (heuristic) and/or 
habitual (learning) manner and therefore make decisions of understanding, 
recognition or action.
They are subject to many influences in the making of their decisions 
and though the tiny details of these influences cannot be unravelled, if 
their general pattern is correctly assumed, then such detail will not be 
important. These assumptions are embodied in the analysis of individuals^ 
characteristics and the relationships which they establish within the 
various groups to which they belong in terms of role (buying roles) and 
influence. They are also reflected in the use of channels which distribute 
information and products and the resultant mix of sales which it is 
intended to achieve.
4. Organisation Structure
A study of the concepts of authority and of the way in which 
decisions are made within organisations will reveal important links between 
the flow of information and structure. Two separate elements are involved,- 
the collection and reporting of information and the dissemination of that 
as intelligence.
( 30 )As Mary Parker—Follett first observed, almost no decision made in 
an organisation is the task of a single individual and in some instances
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the contribution of the formal decision-taker may be minor. This depends 
on the nature of the decision (understanding, recognition, action) and 
the source of the elements within the problem space (the facts and values 
which are used as the basis of the decision). If the premises on which the 
decision is made stem from within the organisation^then the outcome is 
likely to be an extension of the overall needs of the organisation.
Thus information and its communication, because they are crucial 
to decision-making, form one of the main linking processes and one of the
most important sub^systems in any social group. It has been noted previously
that technology (and by implication the nurpose) of an organisation may(31 )affect its structure (Woodward) and the same is true of its communication 
networks which are the routes along which information is passed.
It is sometimes useful to distinguish between formal and informal 
information flows when examining structure but it is often very difficult 
to explain why one of these terms should be used in preference to the 
other,particularly since the nature of the communicants, the communication 
or the situation can all change the description to be used. The key 
variable appears to lie in differences between the psychological bases of 
cohesion which are involved. The key to authority is acceptance by
someone of the commands of a person in a certain position - the sales
manager has authority over the salesman. The authority is assumed to be 
vested in the role. (Barnari'j^ ^
This rather transparent garment is probably inadequate to clothe 
any but the most trivial transactions of the system and it is usually 
reinforced by excercising the authority of the individual, the power of 
the group leader. It appears that some of this power is derived from the 
possession of information. Leaders are more competent than followers 
because they are able to understand or recognise decisions more quickly, 
partly because they have a greater store of learning but also because the 
daily workings of the organisation are designed to provide them with more 
information. Any superior has more information than any subordinate if 
only due to the fact that reporting relationships flow upwards, Hith 
more information ho is able to make "better^’decisions.
There are two main drawbacks to this process. The first is that 
unless the subordinate is himself able to supply most of the data for a 
decision and to synthesize it adequately^the task of supervision becomes
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hopelessly burdensome. This is taken care of through recruitment and 
training. The group (or organisation) will tend to recruit only those 
likely to share its value system and will provide them with programmed 
decisions during training and operation in the form of rules, job 
instructions, procedures and systems. The extent to which the subordinate 
is allowed to malce unprogrammed decisions (to solve a problem in a personal 
and creative way) will vary according to his status. The task of reducing 
complex decisions with a large problem space.. {"decisions of understanding) 
to less complex decisions, {those of recognition and action)is concentrated 
at the higher levels of the organisation. Such decisions include defining 
the mission of the organisation, defining relationships between parts of 
it, and providing feedback which judges the quality (the goodness or badness) 
of the outputs. Thus 'information* flows up and 'instruction' and 
'motivation' tend to flow down. It is this feedback which also regulates 
the degree of centralisation or decentralisation which is preval.ent, 
depending on the number of rules which it contains.
As Argyrl u has pointed out,there is a conflict between the needs 
of the independent adult and the dependent employee. If the organisation 
frustrates the needs of a normal odult, he will begin to develop 
alternative and indirect ways of satisfying them. The same is true of 
any group of people within the organisation.
However, it is important that decisions which are rational to 
deciding groups or individuals remain so from the standpoint of the 
organisation as a whole. Selective recruitment and promotion help to ensure 
that the value system of leaders is similar. At the same time there is 
the problem of communicating information so that it is perceived as the 
sender intended. Blanket communications from the top to the entire 
organisation are ineffective. They not only overload the communication 
network and cause each recipient to engage in sorting what is useful from 
what is not,but tend to contain larger and larger chunks of irrelevant 
or unintelligible information as they pass down the line.
To be effective, information needs to be translated as it moves 
dov/n the line so that each level of the organisation has the opportunity 
to close the communication loop directly, to question and clarify the 
message on their own terms. At the same time, each group leader will 
obtain emotional support by sharing and discussing the information with 
his peers. This is useful not only in preserving the homogeneity of the
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rÜorganisation but reinforces the position of the boss by helping him to |
become an opinion leader vjithili his own group. He is also more likely to ■{
learn information in this way.
Likert*s (^ diioept of a ’linking pin' organisation structure would 
therefore appear to be an ideal one from the point of view of a 
decentralised organisation which has formalised its information networks.
Each leader is a member of the group above and provides the link between 
levels. At the same time he is able to collect and share his information 
with his peers within that group. It is an inteipstmg feature of centralised 
organisations that sideways communication of this type is discouraged.
O O P  o O  o
fig. 5# Schematism of a Link—Pin Organisation Structure
The leader is usually the most "normal” member of his group*, 
that is, he complies most closely to his group's values and accepted ways 
of behaving. This is the second drawback to the upward flow of decision­
making processes. Not only is the leader unlikely to pass on information 
which reflects badly on himself (particularly if the organisation uses 
sanctions as a form of control) but his frame of reference is selectively 
biased by the operations in which he is involved.
Such difficulties may be understood more clearly by a fuller 
consideration of the leadership role. The function of leadership within 
the context of group behaviour has been likened (by Rice et ai'j'^ lo the ego
funation of the personality, in that it is required to relate what is inside
the group to its environment. Thus, as shown by the schematism above, the
leader is positioned at the boundary of the group.
It is useful at this stage to emphasise again the distinction between 
the authority vested in a role and the power which is the property of the 
individual. At the manifest level, the leader has the job of helping the
30
group achieve its. primary task. This leader may very well he the person in 
whom the organisation has vested the authority for achieving that task, 
in which case he will he the formal leader. Equally well, it may he that 
the technical competence of another member of the group has given him such 
^influence over its actions (power) that he is acting as the leader, albeit 
informally. In this situation the formal leader is not equipped to 
participate in the information flow but neither is he likely to be willing 
to acknowledge that fact.
However, as has been pointed out many times, only some of the 
activities of any given human being are relevant to primary task performance 
as Buchj People also have emotional needs for self-satisfaction and for 
defending themselves against anxiety and it has been shown by Tris^^aAd his 
colleagues in their studies of the coal mining industry that where these 
human needs suffer so does that of task performance. Thus the existence of 
a group presupposes that its members have some emotional interest within it 
and hence in the preservation of the boundary round it. The strength of 
this emotional interest will vary from group to group and between members of 
any one group. Rici^î^fers to this capacity for feeling expressed within the 
group as "sentience" and suggests that the importance of the group to its 
members is reflected in the sentience of the group.
In addition to the primary task and perhaps even superceding it, the 
group will therefore have a sentient task. Activities which are designed to 
produce emotional support for group members. The extent to which this is 
achieved will determine the nature of transactions across the sentient 
boundary of the group. As can be observed, each member of the organisation 
will participate in at least two groups — that of his peers and that of his 
subordinates - and the extent to which he participates in this or that group 
is a measure of his emotional committment.
As with any other transaction across the boundary of the group the 
leader's function is to control it, a :30b which may not coincide with the 
interests of the primary task leader, particularly from the point of view of 
the use and communication of information. In this 'situation the kinds of 
leadership demanded cannot always be provided by one leader. Thus the actions 
of the leadership role, its use of information and its interpretation of data 
is situational and will depend, as McGrego^^Ëls suggested on the personal 
needs of both leader and followers, the task/s which the group seeks to 
achieve and the environment in which it exists.
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Referring back to the definition of a system which / used earlier, it 
will be recalled that a system is composed of a number of elements whose 
positional value and distribution render them systematic. The elements 
themselves have no inherent properties. To determine whether any particular 
element is participating in the system (the organisation), people compare its 
behaviour with "imaginary" models which they have constructed of systematic 
behaviour.
These models vary according to the level at which the system is 
being measured. At the operating side of the system, direct experience 
through the sensory organs is used ~ a guest eating in the restaurant can 
be seen, a machine adding numbers can be seen. As one moves away from the 
side of operations, the models become increasingly abstract; the number 
of people at work is represented by a payroll report, the performance of 
the company last year is represented by a balance sheet, Eventually, at 
the most sophisticated levels, models are used to represent things that 
have never "happened" at all, - a forecast of market conditions, an 
investment feasibility.
Models are very important to determine the relationship of elements, 
since outside the frame of the system they may have no relationship.
However, they each provide a different representation of the elements 
within the problem space, they all present a different "reality". It will 
be remembered that the wrong model of the nine dot problem renders it 
insoluable and it is therefore vital to determine what is relevant to the 
system and what is not.
The leader's main task is to undertake this problem on behalf of
his group, to relate his system or sub-system more successfully to the ^  ^ and astotal environment. He does this (as Rice has also suggestedythe schematism
above indicates) by standing at the boundary of the system and the environment.
At each higher level of the organisation therefore, as the size of the
elements gets bigger, the leader's task becomes more involved with optimising
the contribution of each part and resolving possible conflicts.
The information system which underlies the decision-making processes 
of the leader must be free of the tindue influence of any single part of 
the organisation. Optimum performance of the task of that part may very 
well neutralise other parts of the system e.g. if the controller were to 
eliminate all risk, marketing would be unable to work. The information
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system should therefore relate directly to the managing function of the 
operating system which it serves and should consequently relate to both 
the internal and external environment, failure to locate the information 
System at this point can reduce the effectiveness of the models that are 
generated. For example, a market information system reporting to a sales 
team might be used to produce ideas for promotions when it is in fact 
trying to produce ideas for products. If the product is not suited to 
the needs of the market, no amount of promotion is likely to make it 
successful.
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THE CONCEPT STRUCTURE AND FUNCTION. OF A MARKET INFORTPXTION SYSTEM
CHAPTER III,
1.6 The Purpose of a Market Information System
According to the definitions of systems and decision-making 
described in earlier chapters, an information system converts input data 
into patterns (representations) which can be used to solve problems.
This process of structuring elements of the problem or of representing them 
in another way is to help the decision maker understand or recognise the 
solution more quickly. A useful distinction in terminology can therefore 
be made between elements which are not structured - data — and those which 
are - information. Thus,as already observed, the structuring process 
pre-empts and precedes the problem-solving process,
Unfortunatelyyit is extremely difficult to define what is 
structured and what is not. For example, the reading on the speedometer 
of a car would be of no use - to someone who could not drive and would 
have different meanings to a driver and to a mechanic, particularly if the 
driver were concerned with movement and the mechanic with performance.
The most important concept in the problem-solving process is therefore 
that of purpose. Data can only attain structure in terms of a goal.
The primary role of the system must be to assign meaning to all 
its parts, through the formulation of goals. This is a very complex 
problem requiring decisions of understanding and is usually assigned to 
high level managers. Three steps are involved;
a) what ■“ setting objectives for the organisation. Although any
organisation may choose any objective/s,these are usually 
couched in terms of acquiring greater control over the 
environment in vjhich it operates,since this is considered to 
be a prime survival trait.
b) how - the operation of strategies vrhich will attain the objective.
These may be derived heuristically by comparing the current 
position of the organisation with that required by the
objectives. Solutions are then proposed and tested in terms 
of the extent to which they close this gap.
c) control - controls are required to monitor the behaviour of the
organisation,to regulate it and to indicate when objectives 
of strategy require change.
The information system therefore supports a planning and control 
process which can be represented diagrammatically as below:
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loi. Planning
Plans are made continuously at all levels of the organisation', the 
individual who executes any particular plan may have had little to do with 
its formulation. The process of planning is a continuous one, closely
related to the decision-making process and is equally a group task. But, 
as already observed,different classes of decision are associated with 
different levels of the organisation and so it is with plans.
Plans may be regarded as falling into two categories. At the 
lower levels of the organisation decision makers are concerned with 
operating plans. These are concerned with what the organisation is doing 
in the short run as constrained by the dominant characteristics of the 
existing structure. Such plans refer to the detail of behaviour in the 
"short term". The time span between the making of these plans and their 
fruition.does not exceed the period in which probabilities can be 
assigned to events. Such plans are concerned with levels of risk and 
often contain contingent decisions to deal with forseeable alternatives.
To help such plans, the information system draws data primarily from 
within the organisation which mainly describes "how the engine is running".
However, at higher levels, decisions (of understanding) are used 
to examine possible changes in the various relationships with which the 
organisation forms a system, Strategic planning encompasses operational 
planning in the way that higher level managers control those at a lower 
level. The link between these two levels is the information system and 
it has a most important role to play between them since they operate from 
different premises,
oftenStrategic planning is/concerned with long time spans,and a period 
beyond that in whi ch probabilities can be assigned to events, Decision 
makers (as individuals) are usually faced with 'difficult* problems in 
this type of plan since they have little opportunity to learn what to 
decide, they cannot build habitual response patterns, they cannot wait 
to see the outcome of previous plans, they cannot even collect all 
potentially releva,nt data due to the occurrence of changes over time. 
Strategies are formed in conditions of uncertainty and partial ignorance, 
Indeed,the level of decision can-be directly related to the level of 
ignorance; operating procedures emerge under conditions of certainty or 
partial risk, policies under conditions of risk and strategies under 
conditions of partial ignorance.
The infor (nation system for strategic planning- is more complex 
because- of the unstiuctured environment in whi oh it must exist. Obviously
: A
i'b nvList relate data both from within and outside the organisation a.nd must 
be able to associate and infer changes in the environment with those in 
the organisation.
Kith such a large problem space, with such a wide potential choice 
of outcomes and patterns,it is very difficult to describe an information 
system whi ch could remain rigid in the structural sense. Rather it must 
depend increasingly on the subjective value judgments of its decision 
makers. Selective recruitment (chapter II) can only ensure the existe,nee 
of similar value systems, it cannot shape their use. Yet it is important 
that the organisation acquires learning and develops its planning skills. 
It can achieve this by using a planning method, whi ch is a framework in 
which to plan,and by involving a wide range of decision makers within the 
planning process. This not only allows many different approaches to be 
examined but^  in a supportive atmosphere,can engender more creativity.
This is important because planning is a group and a linking process. 
By sharing in the formation of plans, the group is bound more closely 
together and is more committed to the (integrated) goals whi ch emerge.
In any case, there must be an overlap between the strategic and operating 
piano of (say) department heads and the strategic plans of division heads 
audit is during the planning process that this overlap is most easily 
forgedo
1.2r Control
Having created a plan,some method must be used to ensure its 
implementation. This control process requires EL different representation 
of the problem to be developed whi ch can evaluate the assumptions made 
in the planning process. The nature of the contr’ol systems which are 
developed relate to the planning level and therefore the decision and 
information requirements vary.
It is of interest to consider here the approach developed by Reeves 
and Woodwar&^il their study of managerial control processes within 
manufacturing firms. Related to their concept of a,basic separation of 
planning and execution within an organisation into two "sphored", they 
describe two scales witliin which it is possible to characterise the control
processes of the firms under study. These are along the axes unitary/ 
fragmented and personal/mechanical controls as indicated by the diagram
A1
personal
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figo 7. The Polarity of Control Processes
Such classifications are then used to establish a link between 
Control systems and production technology and indicate a related progression 
from unit to process production and type A1 through Bl, B2 to A2 control 
Systems.
This is a, useful representation for the study of organisation 
structure, but it is also necessary to examine the planning and control 
process ih a different way to achieve a perception of the relationship 
between information flows/decision making and planning/control. It is 
suggested at this stage thab this is particularly important in the case of 
a hotel which is a business concerned wi th the marketing and manufacture of 
both goods ahd services on the same site.
There is little doubt that the premise of a link between 
organisational behaviour and control systems whi ch Woodward indicates is 
valid. However, the main difficulty with her concepts of control processes 
is that she does not develop fully the integration which is necessary 
to the management of any enterprise. This can best be done by 
considering the imposition of information/decision systems on those of 
of planning and control and, as will be shown below (para. 1.3*) this 
can lead to a more detailed analysis of the development of such systems 
within an organisation.
At the lower levels of the organisation, operating plans are 
implemented through (principally) decisions of recognition and action*
Such decisions are based on messages which contain instruction (indicating 
changes in the efficiency of outcomes) a?id motivation, (indicating a change
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in the value of outcomes). It seems reasonable to assume that the control 
system is integrated wi th this pattern of information and decisions.
Hence action decisions are controlled by "reflexive" systems.
Their job is simply one of comparison and regulation. The decision-making 
model is represented in terms of fixed or externally supplied parameter 
values, When the operating system moves outside these planned values, 
regulatory action takes place to control it| thus the action is motivated 
by variances calculated by comparing 'plan* with 'actual*. Such controls 
are employed in very simple situations such as inventory control. When 
the quantity of stock items roaches the re—order point,it is re-ordered.
An important aspect of such systems is that they are not adaptive and do 
not modify themselves in response to changes which they are not 
programmed to monitor.
Recognition decisions respond to changes in the efficiency of 
outcomes and therefore use a more flexible control system which is 
"parametrically adaptive". That is to say that the model is fixed as to 
the nature and relationship of the variables and parameters which comprise 
it,but the values of these parameters may change as a function of 
experience or as exogenously supplied data varies. Thus the control system 
measures and educates, learns . Such systems may be quite sophisticated.
To use the example of inventory control again, the future required stock 
figure may be calculated by using a smoothing constant or series of constants 
vrhich weight the value of the input data according to experience (usually 
taking most account of the most recent data), with the aim of producing 
a minimum variation on the required stock level.
At the higher levels of the organisation,strategic plans are 
formulated on the basis of decisions of understanding. Messages containing 
information v/hioh change the probability of choice may be generated from 
the existing problem representation or from an entirely nevr one. Such 
messages also measure and compare but are mainly concerned with direction, 
monitoring the nature of the activity to obtain closer conformity to 
vmat is desired. The control system revalues the problem representation 
itself in order to align it v/ith both current and future "reality", agaihi 
to maximise chances of organisation survival. Therefore the system must 
both diagnose the causes of existing deviations, from its present conceptions, 
and prognosticate their future probable relevance. This capability for
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diagnosis and prognosis is referred to as an inductive control system and 
is as difficult to structure as the strategic planning process, unless 
it is by the method with whi ch it is incorporated into the system. An 
example in the use of such a control system is best described in a 
situation in which it is absent,such as that at the end of the previous 
chapter where market information calling for a new product is used merely 
to develop promotions to sell the old one.
Simpler control systems are required to store and associate data on 
a cause and effect basis but at this level, where all data cannot be known 
(condit'pns of partial ignorance) the contrbl process must be able to infer 
changes in the environment on the basis of incomplete information and 
associate these vrith future possible forms of activity. This marks 
another distinction between prognostic and diagnostic systems,since the 
latter are essentially dependent on post mortems. However, to the extent
that prognosis is a difficult task, it is also an expensive one and its
use is related to the level of risk and rate of change (and on occasion,
it may even be adequate to cure the effect without seeking for a cause).
lo3c Development of the Information System
Zannetos has attempted to break down the continuum described 
in the first two sections of this chapter and it is useful to summarise 
this to sketch the direction in which progress was made in the information 
system under study. These steps are described as stages in the process 
of acquiring intelligence in the sense of developing the ability to 
apprehend elements of a problem and reason about them.
i1 Storage of raw data :
a set of rules is also required to select and 
].imit what is stored.
ii) Development of a system to classify and aggregate data:
the rules
are still simple but the classification enables data to bo 
retrieved other than through processing the entire file.
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iii) Automatic comparisons;
Using the system of classification,data is 
compared, this year with last, estimated with actual; thus 
differences are extracted which can he used to solve problems^ 
most accounting systems have reached this stage.
iv) Simple manipulation:
a significant advance over stage iii). The 
system incorporates models of behaviour which includes a cue 
for reflexive response in case differences are observed 
between actual o,nd postulated levels. It does this by 
associating cause and effect relationships. Data is manipulated 
into different forms, indeces, percentages etc. The most 
sophisticated accounting systems using standard costs provide 
examples of this stage.
v) Management by exception-:
the system reacts on the basis of pre-stored 
cues by reporting only deviations of a certain significance.
It may also calculate t)xe significance of the deviation or 
also compare not only actual versus plan,but actual versus 
opportunity cost. That is, using all the data available after 
the event, calculate the outcome of alternatives that were 
rejected at the decision-making stage* The main difficulty 
with this technique is to allow for unforseen events, such as 
breakdowns, to which the chosen alternative has been subject 
but which may be overlooked in calculations for rejected 
solutions.
vi) Examination and change of the models themselves:
a continued
development of the problem-solving process. Stage iv) 
associated cause with effect and stage v) examined the skill 
with which decisions were made using a certain representation 
of the problem. To develop.this it is important to examine 
the. representation itself. The premise for this lies in the 
philosophy that each representation only presents "reality" 
in one way and therefore no single statement about "reality"
ncan be made with certainty. In these conditions of 
uncertainty there can only be degrees of incompleteness.
However, even incomplete data can be manipulated in a 
variety .of ways and it is a facet of the information system 
at this level to "milk" the available data well not only to 
present it in a way most helpful to the current purpose but 
to point up areas where additi onal data and increased precision 
would be most valuable,
vii) Capacity to derive more abstract functional relationships:
the
ability to associate cause and effect is extended to operate 
on the basis of incomplete information. Thus the system 
infers changes in the environment on the basis of incomplete 
information and derives new problem representations as a 
result. The system is therefore bctn associative and 
adaptive. As each deviation or change is sensed,a predetermined 
search pattern for cause is begun. Some 'learning* may be 
incorporated by checking first the cause of the last problem 
of the same type and then beginning an in-depth analysis of 
a heuristic nature. Such a mechanical process is well suited 
to machine based applications (using a computer) which have 
the ability to manipulate large volumes of sequential data 
easily*' However it is notwBll suited to adapting the problem 
representation to an entirely new form due to the inherent 
rigidity of any mechanical process; so that value judgments 
(decisions of understanding) from human decision-makers must 
be integrated into this search.
2. The Design of the Market Information Syst.em,
It was useful earlier to define marketing by discussing some of 
the concepts which it employs in comparison to those of economic theory.
l\V,
The most important aspect of this comparison: concerned the development 
from economics to marketing of the examination of data which wae less 
easily enumerated in measureahle units. This was â difficult transition; 
the very essence of scientific precision is associated with the ability 
to represent problems in terms of mathematical symbols. Such a constraint 
Bo.me ti mes limits the way in whi ch problems can be represented and 
may therefore hinder insight and understanding.
Both economic and statistical theory have a role to play in a 
market information system, quantifiable or "hard" data is essential to 
all planning and control processes. But, as already noted, any two bits 
of data can be manipulated in a large variety of ways and it is the 
interpretation or the understanding that goes into the use of the data 
that is central to the problem-solving process.
Strategic planning is undertaken in conditions of uncertainty 
and partial ignorance. The use of statistical theory to calculate risks 
and probabilities does not ensure the relevance of the selected form of 
measurement to the current problem, nor that it will be interpreted in a. 
way that will assist the decision maker in solving his problem,
Lewis Carroll once observed that, 'I say what I mean is not the 
same as I mean what I say^ and this observation is relevant to the design 
and concept of a market information system. At present, understanding 
behaviour, (what.people say and do) is largely a matter of using 'soft' or 
unquantified data even at the statistical level where big groups of people 
are involved. During late 1973, in conditions of a pending economic 
recession, the West Germans wentona saving spree,the British on a spending 
spree. The cause of this difference can be explained (perhaps) in terms of 
culture, the effect can only be described in terms of statistics*
Information systems are usually equated with computer systems, 
indeed one major computer hardware manufacturer even describes itself in 
terms of information systems (Honeywell) but they are not the same. 
Qualitative and behavioural data is outside the scope of a computer system. 
However, it is not outside the scope of the man who controls that system, 
who can make decisions of understanding concerning the relevance and 
interpretation of data.
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Many of these decisions co.n be made at the design stage and the 
capability of the information system to structure the decision-making 
process depends on the type of decision:
i) Decisions for which adequate problem representations (models) o,re 
available and from which acceptable (optimal) solutions can be 
derived. The information system operates as a control procedure 
specifying what data to use and how to make the decision. Most 
action decisions are made this way though it should be noted that 
soft data (value judgments ) may be part of the problem,
ii) Decisions for which adequate models can be constructed but for 
which optimal solutions cannot be extracted. The problem is partly 
one of recognition (deciding which model to use) and partly of 
understanding, though the method by which the solution can be 
achieved is largely predetermined since the form of the decision is 
limited by the representation,
iii) Decisions for which an adequate model cannot be constructed. It 
may be possible to reduce this decision to that described in the 
preceding paragraph by making an implicit model explicit. Each 
decision of understanding requires the generation of a new model 
and this difficulty often encourages decision-makers to use . 
existing models even when they are unsuitable.
It is therefore at the design stage that the need for (what 
decisions should be, not are already) and the nature of decisions,is 
specified. This in turn predetermines the data input and to some extent 
the way in which it is manipulated, A failure to complete this excercise 
is demonstrated in situations where managers are over provided (overwhelmed) 
with data or where they are unfamiliar with the workings of the information 
system" to the extent that they are unable to modify it.
An effective information system must be designed to cope with the 
multi—dimensional nature of an organisation which means that it must not 
only be able to deal with different kinds of problems but may be required 
to deal with them simultaneously in order to meet its multiple objectives. 
This is best illustrated ly looking at the criteria of organisational 
effectiveness described by Scheiti
A A
Having pointed out that every organisation has several objectives and 
exists within an environment that provides unpredictable inputs; Schein 
suggests that the effectiveness of the- whole can be defined in terms of a 
capacity to survive, adapt, maintain itself and grow regardless of the 
particular functions it fulfills and further proposes four criteria of 
organisational health,
(a) Adaptability - the ability to solve problems and react with 
flexibili ty.
(b) A Sense of Identity - insight on the part of the organisation
to itself, its goals and its actions. This understanding should 
be widely shared by members of the organisation.
(c) Capacity to test reality - the capacity to search out, perceive 
and interpret the properties of the environment, especially those 
which have a relevance to the organisation.
(d) Integration - both among the sub-parts of the organisation and 
between organisation goals and the needs of the individuals 
which comprise it.
There are two important features to be drawn from this argument.
The first is that the criteria which are established to measure effectiveness 
are multiple, it is necessary to consider more that one aspect of the 
organisation in order to understand its behaviour. Secondly, that three of 
these criteria have a direct relationship with the identification and use 
of "relevant" information. To that extent the effectiveness of an 
organisation may be a function of the way in whi ch it obtains, processes 
and responds to data. Thus the design must take into account both the 
prodesses used by each sub-system to achieve objectives within the 
organisation and the nature of the problem-solving environment in whi ch the 
sub-system exists.
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3. A Systematic Approach to Market Information,
Hotels, like many other organisations, are concerned with three 
principal components - men, money and materials which they use as a means 
of interaction within an environment. Four principal "systems" are 
concerned with this interaction;-
a) Financial - regulates flows of money^uses mainly data whi ch is internal 
to the organisation in historical perspective; thus the speed of 
data processing is not generally critical to its performance. Most 
data generated by this system is regarded as hard data and most 
organisations use it extensively, sometimes exclusively, for decision: 
making. However, such data is best employed in control processes 
rather than planning processes due to its limitations of representation 
g,nd perspective,
b) Logistics - to do with the flow of goods and services into and out of 
the organisation. Data is drawn both from within and outside the 
organisation in an up-to-the-minute time frame. The speed with which 
data is processed is therefore critical but logistics information 
can only be used for control processes to regulate the current state 
of affairs,
c) Personnel — a higher level system which uses a balance of hard and 
soft (qualitative) data in more equal proportions. Certain aspects 
of its operation can be measured and counted as in the logistics 
system but it is also concerned in its recruiting and development . 
roles with the value system of the organisation, which is an important 
component of higher level decision making. This is a future orientated 
activity where the time but not the speed of data processing is 
important,
d) Marketing - the system concerned with the interaction of the other 
three, from which it must draw hard data. This data is interpreted, 
with a great deal of soft data, to make future crienhated decisions. 
Again, the speed of data processing is less important than its timing; 
it must take place in advance of the events which it is necessary to 
influence. Data which is otherwise external to the organisation is 
also relevant if the system is to make its reauired contribution to 
the planning processes which are its principal concern.
To rq^emphasise the point made at the end of the previous section 
it can he seen that a systematic approach to information systems implies 
a great deal more than the integration of.assorted computer systems. But,
what is more important, is that the interface between sub-systems should be
handled effectively. This simply means that the managers involved should 
have an appreciation of their mutual interdépendance to the extent that 
they are perhaps prepared to capture data more useful to their colleagues 
than to themselves. To some extent it is accepted that 'the systems 
approach' is-merely an elaborate phrase for 'good' management in the 
commonly accepted sense in whi ch that term is used. Unfortunately there 
are not many good managers around, just a lot of human managers who find
it easier to base their decisions oh the hard "objective" data of their
current operation and prefer the immediate satisfactions of solving short­
term problems than to challenge the existing structure and develop a 
framework for dealing with an intangible future situation,
A systems approach to market information design therefore has to 
"buy" its data and its co-operation by providing an immediate contribution 
to the workings of the other systems. In the system described below this 
was partly acheived through the control processes and partly by devising-,- 
operating procedures which produced planning information as a 'by-product'.
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THE CONTEXT OF THE MARKET INFORiIATION SYSTEM CHAPTER IV.
THE CONTEXT OF THE MARKET INFORMATION SYSTEM
1* The Decision Making Structure of the Hotel
The importance and the relationship of organisation structure and the 
flow of information was described in chapter 11, Similarly there is a link 
between organisation climate and the effectiveness with which the 
contribution of value judgments can be used in decision making. It is 
therefore useful to describe briefly these factors in so far as they affected 
the design and development of the market information system.
Since it was not the main purpose of this study to observe 
organisational changes within the hotel, such a description can only be 
made in general terms. However, it is felt that a significant change in 
organisation structure and climate did take place over the period of study 
between May 197i and April 1974 and that this change directly affected the 
performance of the system.
Three separate elements can be identified as having a direct influence 
on the market information system:
i) a change in organisation climate from a supportive open management
style to a closed, more autocratic approach. This change was partly
due to a change of general managers and partly due to the diminishing
effects of a series of sensitivity training seminars whi ch had taken 
place in 1970* At the end of these seminars Nailon'G^&lasure of the 
organisation climate had equated it with that of Likert's system 3 of 
which the principal characteristic is consultation between different 
levels of management. Although subsequent information from the second 
survey is not yet available, it is considered that by I974 a far less 
consultative style was in use,
ii) this shift in climate was accompannied by a natural progression towards 
more centralisation both within the hotel and between the hotel a,nd its 
central office. Again, this was partly accounted for by a change in 
ownership from an American (based in Boston, Mass,) to a British 
(based in London) company. The main feature of this, change was a 
reduction in sideways communication within the hotel.
iii) finally, there was a ra.picl decline within the oPt^ a^nication of staff 
functions which were specifically concerned with the collection, 
analysis and interpretation of data. Although an attempt was made to 
train other managers to use this data it was unsuccessful and this 
had to he compensated for centrally. This led to an increasing 
dependence on the financial system as the only remaining source of 
decision-making data. This change was' accompannied "by the decline of 
personnel function, replacing a powerful personnel manager with a 
strong committment to human values with an impotent recruiting manager. 
At the same time the financial controller came to dominate increasingly 
weak and immature management teams which tended to lean more and more 
heavily on the hard (and often inaccurate) data from the accounting 
system.
These changes are indicated schematically hy the diagram
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Changes in Organisation Structure and Climate over the Study Period
The main effect of these changes was on the use and communication of 
data. Sideways flows of information declined and higher level decisions 
of understanding and strategy were made either centrally or at General 
Manager level. This undermined the confidence of managers at lo'wer levels 
"ho therefore challenged existing problem representations less and tended
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to devalue data which was not presented in recognisahly structured and 
preferably quantified form.
2, The Decision"Making Structure of the Consumer
It is useful to expand the description of buyer behaviour discussed 
in chapter 11 in order to examine more minutely some of the elements 
which are involved in the problem of a buying decision. The range of 
possibilities in an examination of this kind is extremely large, A great 
deal of attention has been paid to the development of theoretical models 
of buyer behaviour and although some success had been achieved in developing 
a computer simulation which will predict buyer behaviour in the choice of 
brands for a specific product within a specific market, no general model, 
which might be used for any product in any market, has been produced.
The difficulties lie not only in structuring the various elements of 
the decision-making process itself. As mentioned earlier, there may not 
be a relationship between the beliefs and attitudes as described by the 
individual or of his motivational state and his actual purchase actions*
This can be explained in terms of both products and buyers. In fact, 
the relationship of the "buyer" to the product may be a distant one and 
the word buyer is in no way synonymous with the word *user’. Indeed the 
user, in this case, the hotel guest, may simply set the seal on a series 
of decisions which can be shaped by others. The roles within a buying 
situation have been comprised of, the initiator, who stimulates demand 
Or ar.-^ uses need, the influencer, who directs the purchase decision or 
modifies its extent, the decision maker and the purchaser, vdio effects the 
purchase. These roles could be filled vjithin an organisation by different 
people Or departmentsf e.g, the marketing department initiate a need to 
travel, the financial controller modifies the extent, the sales manager
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selects specific areas , the sales secretary makes the bookings and the 
salesman actually stays in tlie hotel, A similar variety of roles might 
exist for pleasure travel. The need might be initiated by the child, 
influenced by the mother, decided by the father, purchased by the travel 
agent and used by the family. So that although an individual may fill 
more than one of these roles, the problem of relating motivational state 
and purchase actions is made more difficult by the fact that the user's or 
the purchaser’s importance in this chain of buying decisions may generally 
not be known. However, it must also be accêpted that the relationship 
of the buyer and individual user to the product is the one that is the most 
direct and specific; so that although other participants in the buying 
process affect choice, they do so only indirectly, by proscribing what 
may not be purchased. Being given a destination and a budget, the 
Salesman might still choose from among several hotels, and as the user 
will probably dominate the activities of his buyer. The user has least 
direct influence as a member of a group, when the focus of the decision 
lies with a buyer such, as a convention organiser or tour operator.
In addition, products themselves arc of varying complexity.
Most models of buyer behaviour accept that in the choice of a product 
the buyer is seeking to maintain conguency between his cxm self concept 
and the environment. The purchase decision is therefore rendered more 
complex in proportion to the extent to which the user has to commit 
himself to the product and there are two key variables which affect the 
level of committment.
The first of these is the difficulty of obtaining the product - 
perhaps because it is rare, expensive, socially unacceptable, dangerous, 
Controversial or new. There may of course be many reasons why a given 
product may be difficult to obtain and such difficulties will vary from 
l>uyer to buyer. However, in the face of difficulty more committment is
needed from the buyer to purchase.
The second variable is the degree of involvement required from the
user within the purchase experience. All purchases require some
involvement to the extent that the user is associating himself with them; 
but that involvement, that association, increases in proportion to the 
service element within the product, 'Pure' service products require a
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great deal of involvement and therefore provoke a great deal of anxiety 
- motor car repairs, hair-dressing, medical services.
At one end of the spectrum therefore there are what might he termed 
'simple products* such as, say, toothpaste, which is cheap, widely 
available, well known, socially acceptable; and at the other 'complex 
products' such as a hotel which is few of these things and which, in 
addition, requires a high degree of involvement from the user. There is 
a large service element and a grëat deal of interaction with unfamiliar 
people which must, perhaps, cause some anxiety.
It is not known how people decide to stay in any given hotel, 
whether they consider an extremely large number of elements or whether, 
as Gaber and Grange^^I^dicated in their work on the role of price as an 
information cue, they select a few 'important* cues to guide their decision. 
However, since the i/fative importance, perception and experience of these 
cues may vary in each case, a wide range of potential elements of the 
decision-making process have to be taken into account.
Three models were considered in the development of this market 
information system though they all follow the same pattern, taking 
consideration of stimulus, interpretation and response and viewing 
the buyer as a problem-solver and information processor. They were 
not developed together but together they explain the concepts that 
were used to construct the information system.
The first of these was developed by a behavioural psychologist, 
Pishbeirif"Iith the aim of trying to predict the behavioural intention 
of an individual on the basis of brief statements made by that 
individual. It uses the expression that behaviour (the act of purchase) 
is related to behavioural intention by a function of attitude to the 
behavioural act and normative beliefs (both personal and social) 
multiplied by the motivation to comply with sucn beliefs. It 
concentrates on relating attitudes to intentions.
5:2
(4f)This was developed further from the more involved Howard ~ Sheth model. 
As indicated hy the diagram below, input stimuli are processed and weighted 
to produce a response pattern. The model postulates a flow of information, 
feedback effects and outside influences which are not shown in this 
diagramatio' description.
1. Stimulus input variables
1.1, Significative (brands)
1.2, Symbolic (media)
1.3, Social environment
2, Information Processing
2.1, Information
- sensitivity, perceptual bias, search for
2.2, Motives
- non-specific - specific
2.3. Evoked Set (possible need-satisfiers)
- decision rules, inhibitors
2.4. Exogenous Variables (outside influences)
2,4.1, Social - importance (of purchase) financial status,
time pressure
2,4*2, Situational - personality, social class, reference groups*
culture
3, Buyer Responses (possible outputs from 1) and 2)
3.1, Attention (indicates sensitivity to information)
3.2, Comprehension (knowledge about the brand)
3.3, Attitude (buyers evaluation of the products potential)
3.4, Intention (buyers forecast of whether he will buy)
3.5, Purchase behaviour (actual act of purchase)
3,<^ , Post-purchase congruence (comparison of actual and expected
consequence of purchase)
fig,9, The Howard - Slieth Model of Buyer Behaviour
The main value of this model is that it brings together many of the 
variables thought to operate in the buying process and these were 
re-interpreted in a simplified form to act as elements within the 
information system. The explicit buying model that was used is most 
closely followed in the description of the planning procedures but other 
aspects of bhe system took implicit consideration of some of the other 
factors •
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fig.10. The Concent of Consumer Behaviour Used to Develop the 
Hotel Market Information System
The model tries to use the sophisticated framework provided by the 
ideas of Pishb&in, Howard and Sheth in a simpler, more basic way to develop 
an information tool that will be put to practical use in an environment 
where the main purpose of activities is perceived to be neither planning no: 
marketing.
The distinction that is made in the model between external and 
internal processes relates to those elements which can be influenced by- 
marketing activities whose effects can be observed and measured. Changes 
must also take place within individuals in their response to the 
environment but this is the area of the "black box" of the system; it may 
only be influenced indirectly and its workings^can only be assumed.
Within the model there is assumed to be a general flow of effects 
from left to right. In reality of course,the process is circular and 
the interaction between the parts probably occurs in a far less 
sequential manner than has been suggested. There is also the unresolved 
problem of where the process actually starts.
The hotel product is assumed to comprise five elements, with 
physical facilities and a range of services, provided in a location 
related to the time and stress required to reach it, at a given price.
These factors inter-relate to produce a general conception called an 
image. (Doswell^i^^
Information about the product is available in both^visual and 
auditory form and its effect or influence will largely depend on its source, 
Thus credibility will vary between (say) the unsolicited recommendation 
of a trusted friend and (say) sceptical reading of a printed advertisement.
Finally, pre-purchase activities are influenced by the situation in 
which the individual potential buyer finds himself;, the reference groups 
which he allows to set his normal standards and patterns of behaviour, 
whether he has had real or imaginary experience of the product (i.e. if 
the hotel is part of a group he may imagine that hotel A in which he 
has stayed is similar to hotel B). If he has made many hotel purchases, 
the buyer may have developed decision rules which 'simplify* his purchase, 
or greater familiarity may just reduce anxiety, reduce the extent to which 
the new environment needs to be controlled by specifying what must be 
present or absent. The very availability of the product may limit or 
direct choice as may his ability-to buy — it may be too expensive, toe 
inaccessible.
'Internal* elements of the buying process structure these stimuli, 
if indeed they are observed at all. The degree to which an individual
is exposed to, perceives and retains a given bit of information are all 
selective* A reader may not even "see" the advertisements in his news­
paper , rnush less remember them. Nor is information about a hotel or a 
location in which the buyer has no interest likely to be retained,
Perhaps finally the information is perceived in an unfavourable way 
and therefore increases the likelihood of the buyer choosing not to buy.
Such defences may be related to the stage that the buyer has reached 
in the decision»making process. It is almost certainly related to his 
problem-solving skills, particularly the degree of creative effort 
which he is accustomed to use on a problem of this t,ype.
This depends on the "predisposition" of the individual to behave in 
a certain way. It depends on his personal needs, particularly those for 
love (belonging) esteem (social) and fulfilment, h'ic personality,- 
{the degree to which it is introvert or extrovert, submissive or dominant^" 
and his values or attitudes towards both- the direct and indirect 
implications of 'he prospective purchase e.g. the buyer may discriminate 
against a new hotel because he values age and tradition or because he 
associates age with status and reliability. These things affect his 
actual willingness to buy. At the same time his creativity is affected 
by his use of information.- whether he is inclined to seek actively 
information or depend on memory, or whether he is even able to choose 
bits of information which are relevant to the current decision.
The self concept of the individual is the way in which he thinks of 
himself. This is presumed to be of value to him and because of this he 
might seek purchases which vrill enhance or fit in with his own self image. 
Goods and services, purchases, are symbols which communicate bothc vjiith' 
the buyer and with those with whom he seeks to associate. Thus a 
businessman who perceived himself as progressive or dynamic might choose 
to stay in hotels which also projected that image. In the same way 
that behaviour is to some extent reflexive (e.g. aggressive behaviour 
will draw forth aggressive behaviour from a dominant person) so the 
response to the image of a hotel is in some ways reflexive.
Interaction between the stimuli described and these.internal mental 
processes may produce a change in behaviour. Ideally it will result in 
an act of purchase and the consumption of the product. During consumption 
the buyer will experience a comparison of his feelings before purchasing
the product and after purchasing it. This may take the form of simply 
examining the extent to which the product satisfied the needs which the 
buyer sought to satisfy. However*the buyer may also be subject to 
additional stimuli which may reinforce or change his opinions, for 
example a fashionable product may become unfashionable. If these feelings 
succeed in influencing future jbehavxourj then learning has talcen place 
and forms part of a feedback loop to the early stages of the next 
buying cycle.
Less easy to observe are what might be called redefinitions of the 
buying problem. The buyer may simply change his attitude or his feelings 
towards the product without actually purchasing it. These changes 
naturally become a new component part of future buying decisions though 
they are very difficult to measure. However^such changes are of 
extreme importance to future marketing activities since they may, on the 
one hand, consist of a reinforcement of existing attitudes, but on the 
other may result in generating completely new potential solutions to the 
buying problem - a self-catering flat instead of a hotel, a luxury hotel 
instead of a first-class one, a new product instead of a familiar one.
3. Summary
The market informatimi/ifs' required to take account of two sets of 
decision process: those of the hotel operation which can be influenced 
by changes within its organisation and those of the marketing environment 
which is a force for such changes. Since it is very difficult to 
identify and measure the many unique elements which may appear relevant 
to a decision at the level of the individual, the system developed is 
based on the assumed interaction and relevance of a series of factors 
whose validity is measured by the extent to which they portray actual 
events. This approach is also justified in terms of a requirement for 
the system to meet variable and often uiknovrn performance,objectives, 
that is, to provide a constant planning framework in conditions of risk.
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uncertainty and partial ignorance. To meet this need, the system 
developed attempted to niaJce possible the monitoring of stimuli and 
response patterns and their evaluation through the accepted course of 
social interaction by members of the hotel.
5'i
DEVELOPING A MRKET INFORMATION SYSTEM CHAPTER V,
1. The Systems Analysis
The development of systems of any kind must use the same general 
pattern and the particular steps to he followed are described below.
As a problem-solving process it must follow the line - problem 
identification,, solution generation, solution/problem forecasting.
The last step^involving a series of feedback loops which consider the 
possible effects of the solutions generated, tests their validity using 
available data (for example, a forecasting model is checked by observing 
its performance in the prediction of historical data) and is used to 
consult with other members of the work team to ensure their commitment.
i) The Brief the initial brief for a project of this scope, affecting 
as it does a wide range of operations, must originate 
from the highest level of the organisation and it must 
clearly state the objectives to be attained. It is 
followed by a preliminary investigation into the implications 
and feasibility of the work,which results in general 
recommendations as to a procedure. If this is approved, 
it forms the basis for step two. Particular consideration' 
must be given at this stage to the scope of the project, 
the terms of reference, the people and the departments 
to be involved, the procedures to be developed or replaced, 
any specialist skills that may be required, an overall 
budget and a timetable.
ii) System Definition - a more detailed analysis and comparison of the 
existing or desired state of affairs. Procedures are 
examined in detail to identify data and its purpose, to 
show where and by whom it is originated, how it is 
transmitted,at what rate and in what volumes. Consideration 
is also given to the actual techniques involved, how the 
work is undertaken, how much data is stored, in what form 
and how frequently this is used. Measures of efficiency 
are generated which evaluate not only the techniques but 
also their purpose - do they achieve what they set out to
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do,' is this result necessary to the continued functioning- 
of the organisation, do the benefits justify the costs,- 
what documentation is required^
A detailed systems description is produced for each 
relevant task group, stating the specific aims of the new 
procedures and outlining the way in which these are to he 
achieved. These are finally agreed with each manager and 
approved by top management.
iii) Ou.tput Specification - further discussion may take place as to the
exact - requirements of potential users*, v?here documents 
or reports are required,draft samples are produced; if 
data is to be stored, records and files are designed. 
Performance targets in the way of schedules, volumes or 
precision are agreed. Once this has taken place,these 
specifications are incorporated in bo the definition.
iv) Source Data Specifications ~ proposals to modify incoming work flows
are agreed and the method of data production and the form 
in which it is to be presented are considered. This 
particular step may be a very lengthy one and may involve 
trial runs or testing periods to ensure that the procedures 
outlined do produce the required outputs. It should be 
noted that not all outputs are necessarily to do with the 
"formal" workings of the organisation; for example, the 
social needs of a group of people working together are 
quite separate from the work needs of the task on which 
they arê engaged .. Some of the difficulties which result 
from overlooking this fact can be observed in the labour 
relations of most car assembly plants. At the same time, 
it may also be necessary to develop procedures not directly 
relevant to the systems design in order to protect or 
enhance those which are.
v) Changeover Procedures - a schedule of eouipment and training needs
must be drawn up and agreed. These must be reviewed in 
the context of the proposed new system in order to 
determine the method by which it shall be implemented. 
Depending on the level of risk involved in switching from
old to new, safeguards may be evolved either by running 
the two together for a period or by developing quite 
separate additional procedures which will be available 
in case of a breakdown. In practice such safeguards are 
almost always used,though their lifespan tends to be 
foreshortened by their apparent expense,
-vi) Testing and Review - the final bridge which any new system has to 
cross is a test which reproduces the conditions under 
which it will have to operate. It should demonstrate 
its ability to produce the desired outputs within the 
specified performance limits under a work load which 
leaves a safety margin in normal conditions. Both 
mechanical and social systems can be subjected to dummy 
runs. The resulting performance can then be reviewed and 
modifications introduced before implementation begins.
This usually starts with a training programme and it is 
helpful if some kind of manual is available at this stage. 
However it is also important to allow continued flexibility, 
Systems must operate under conditions of change and they 
generally need to be adaptive to cops with this. More 
usefully, the ability to introduce changes into a system 
tends to give more confidence to the people who work with 
it because it makes them feel that they can control it, 
makes them feel less threatened. Such changes also help to 
engender a sense of ownershio and committment.
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2. The Premises of Systems Design
Six main principals were nsed to guide the way in which the market 
information system was developed and they lean very heavily on those put 
forward hy Ackoffi^^^^
i) Quantity versus Quality: this is a .question of emphasis. It is not .
the concern of the system simply to provide managers with a great 
deal of information or even give them access to it. The problem 
is to give them information which is relevant and useful and it is 
therefore a task of the system to filter and condense it so that it 
is conveniently represented. The same maxim can he applied to the 
use of communications between managers.
ii) Should versus Could: the less we understand a phenomenon the more
variables we tend to require to explain it. This is partly due to 
a desire to play it safe and make sure theb all possible angles 
are covered and partly out of a feeling that anything which cannot 
be understood must be complicated and therefore involve a large number 
of elements. The key to the selection of elements lies in under- % 
standing the correct concept to use; being able to explain^rather 
than merely describe a process. It is interesting to note that xs 
statistics, a major weapon of forecasters, is a descriptive science.
iii) Never Assume: a test of work-study engineers. It is sometimes a
mistake to assume that giyen^the "right" information represented in 
a way relevant to the problem at hand, a manager willbe able to use 
it. Some determination is necessary to decide whether to provide 
managers with additional tools in the form of rules and procedures 
in order to help them learn. Interestingly enough, this dictum also 
applies in reverse. Given decision rules or procedures, managers 
may still be at a loss as to what data to manipulate with them,
A lack of understanding may not always be the whole reason for thisy 
it has been observed that managers sometimes have particular 
difficulties with procedures designed to monitor performance and 
with those that they consider boring or uninteresting.
iv) The Need to Know : it is important for managers to be able to understand
what the system is doing in their area and perhaps also the general 
means by which it does it. As explained in the previous section of
^3 ,
this chapter, providing a measure of control and understanding
increases committment o;nd reduces anxiety. In a changing environment,
the manager must be in a position to evaluate the continued 
relevance of the output,
v) Keep it Useful: at all stages in the development of the system there
must be an output that is perceived as useful to the day to day
workings of the operation. This involves extending the MIS in 
order to "buy" assistance from the people who will make it work. 
Sometimes this means devising better procedures to make more time 
for collecting data, sometimes it means redesigning existing 
procedures so that data can be taken from thorn as an ’inconsequential’ 
by-product. Generally, managers have little interest in supporting 
procedures which they perceive as having no direct value to them.
vi) Keep it Simple: simple and straightforward procedures have the best
chance of survival. This is particularly important in an 
organisation like a hotel which employs a large proportion of semi­
skilled staff, tends to have a high labour turnover and is engaged 
in a twenty-four hour operation which uses a lot of "soft data"
(it must respond to feelings aswell as facts). It is very difficult 
to maintain continuity between different shifts and departments.
Of course it is very easy to describe a set of ground rules which 
prescribe that managers will be provided with simple, precise information 
on which thay can rely with certainty. In the context of a hotel however, 
this tends to meet with a number of difficulties when put into practice.
The first and most important of these is that information ass such is not 
regarded as a resource in the same way that men, money and materials are 
resources. Perhaps because it is intangible and perhaps because the 
distinction between "good" (relevant) and "bad" (irrelevant) information 
is rarely considered^there is usually an atmosphere of opinion that 
information should bd available without effort and at no cost.
The issue is futher clouded by a failure to sepal'ate that data 
concerned with maintaining the product and that to do with developing it. 
This is due to the large element of service and the social nature of the 
product. The actual task of defining the boundaries of a depajtment or an 
entire organisation is very complex,and the scope of even a small hotel
o4
operation may be international in that its guests may oorne from all over the 
world. Hotels may be affected not only by the economy and culture of the 
country in which they are located but by those with which their management 
may be even more unfamiliar.
Given such a large and ill—defined problem it is perhaps not 
surprising that hotel managers refrain from the task of representing it. 
Indeed, many of the questions to which answers might be required are beyond 
the scope of present technology and knowledge. As already noted, the number 
of variables which may affect even a single buying decision is large, and 
their importance may shift over time. To some extent therefore, the 
prevailing attitudes of managers represents an emotional withdrawal from 
a difficult problem environment. Indeed this attitude goes far on 
oocassion, as will be noted below (para. 4'*2.) as to cause data which was 
Collected to remain uninterpreted and of course to inhibit initiatives to 
improve this situation.
An inherent conflict is therefore generated between a manager’s 
need for simplicity, certainty and precision and an information system which 
can on ocoassion offer only complexity, vagueness and uncertainty'. It 
must also be admitted that personal needs for recognition or reward 
sometimes over-ride more direct considerations in the production of reports 
and analyses.
In general, it is probably fair to say that the hotel industry in 
the U.K. is at a very primitive stage in its use of information. The 
system which is described below was designed for a single small hotel and 
wg(8 constrained not only by the rate at which the organisation.could 
accept change and by the limits of its material resources, but also by the 
very size of the problems which it sought to resolve, - problems made 
difficult by their vagueness and lack of precision.
PART 2 THE STUDY
INFORMATION NEED PROFILES CHAPTER VI
l*The Brief for the Market Information System
The brief was given in the form of a paper which was discussed and 
approved by the management team of the hotel. It is Summarised as follows:
The problem was identified as the need to maintain market share 
of the growing demand for European luxury hotels in the face of rapid 
increases in competition and greater discrimination and sophistication on 
the part of the hotel user. In order to exploit these changes it was 
agreed to try and identify the product with the greatest appeal and to 
maintain the desireability of that product so that it would continue to 
match consumer needs closely. Thus the system was to attempt to align 
information about the consumer with planning and operations.
Information needs arising from this were outlined as requiring 
an analysis of the present situation and leading on to an association of 
causes with effects. This was aimed at improving evaluation of effort and 
facilitating prediction of trends with a view to isolating that management 
information which was significant; i.e. separating those deviations due to 
poor planning from those due to poor operations and restricting reporting 
processes to .cases where action was both possible and desirable. It was 
recognised that the complexity of the business situation increased the 
pressure to choose information on which to base decisions, "A snowstorm 
of figures is usually less useful than a reasoned presentation of the 
information that is available, relevant to the decision and can be produced 
within the time available i.e. what is needed is the right incomplete 
information".
Some criteria were then established which would affect the choice of 
area in which the project would be started. Internal changes were to be 
minimised, a measurable increase in profit (revenue) should be shown, 
visible results should be produced (short-term) in a way compatible with 
long-term planning needs. These should also help to consolidate the 
marketing position of the hotel and be concentrated in areas which could 
maintain continuity. Finally, a detailed programme of activities and 
timetable of events was appended.
In this way a development format was established whereby the management 
team could be reassured that each additional impetus of the project was 
consolidated on the base of positive demonstrable contribution to the 
nerformance of the hotel.
A?
2d. information Need Profiles
The term ’information need profiles’ was used to describe lists of 
data which could prove useful to the decision-making processes of the 
hotel. As such they acted as the framework for all the later developments 
and were therefore in the nature of what was also called the initial 
specifications in part one of chapter V,
They were compiled on the basis of a structured interview with each 
department head (restaurant manager, chef, front officé manager etc.).
The main purpose of the interview was to assess the relative importance which 
the department head gave to different aspects of his job-and to examine 
his approach to managing what he saw as the main decision areas. As might 
be imagined, this tended to be concerned with day to day operating conditions 
and a greater perspective was introduced by talking to division heads 
(food and beverage manager, rooms division manager, financial controller etc.) 
In this way it was hoped that an informal measure of the different emphases 
given to each set of tasks would be obtained and that it would be possible 
to identify areas which required modified skills or objectives to improve 
the balance and cohesion of the organisation. For example, it might be 
expected that "production" managers such as^say^a floor service manager 
would have difficulty in isolating data which would measure the performance 
of his department in terms of standards related to the needs of the market. 
Even should he be able to do so, his position in the organisational hierarchy 
might make it difficult for him to put his ideas into effect. Similarly 
there may exist a conflict between departments over the use of. s.a.y,bedrooms 
to support banqueting sales and their contribution to the. profit of the 
roonis division, a conflict which can only be resolved by a further analysis 
of strategy.
Each interview lasted about two hours. It was preceded by a short 
written questiainaire which aimed to set the pattern for the interview and 
act as a basis for discussion. The interviewee was not asked to complete 
the questionnaire but only consider the points listed, which related to 
i(his job description. The necessary notes and comments were recorded 
by the interviewer during the discussion.
Thus the interview established the nature and relative importance 
of each of the major decision areas of each manager, recorded his 
attitudes to the present information systems and provided descriptive
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notes on both its formal and informal workings. Perhaps this is best 
shown by illustrating the results of an interview with the chef de cuisine,
3. Interview with the Chef de Cuisine
3.1, Extract from Interview Form table 3.1.
interview began; 3.00 p.m. date; 21/4/7%
interview ended; ^.00 p.m.
(interrupted for about 30 minutes)
Mark on a scale of 1,2,3 the importance of the following decision
areas where 1 is the most and 3 the least important.
Area Timing Importance
Menu planning Twice yearly (J)2 3
Production forecasting Daily C i )  2 3
Purchasing Daily (T)2 3
Employment As required ^^)3
Staff management Continuous 2 3
Budgeting Yearly 1 (^3
Quality control Daily ® 2  3
Portion control Daily ^ © 3
Training (on the job) As required 1 3
Evaluate the present procedures on a scale of 1 to 9 where 1 is
excellent, nine is very poor and 5 is average,
Ql. How well does the present information system
meet your needs? — j _
Q2, How reliable do you feel the present information
system to be? ~________________________________ _
Q3* How relevant do you consider the present
information to your needs? — T  ^
Q4« How timely is the present information? - ^
Q5* How well do you think the information
is presented? ~ ^
Each area was then discussed in more detail,
— --------- :--------- h------------- - -- -----
In retrospect it would probably have been better to use the concept 
of the time span of decision-making to get a more direct measure of 
relative importance and to condense the rather clumsy nine point scale 
into something more manageable. As it was, the interview sought to determine 
if the receivers of the existing available information were also the 
decision-makers and to begin to determine whether such information was 
perceived as both relevant and timely,, Having established the nature of 
the information flows, it was thought that this would indicate ways of 
maximising its utility and perhaps highlight areas where new procedures 
were required.
This can be represented figuratively as:-
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Identify decisions 
4*
Who is the receiver
.
What information 
is transmitted
What information
4-
Identify form and 
nature of information
Wiat is source, 
sender path, receiver
'T
Describe process of 
generating information  Iis stored 
fig.12.
Hypothetical flow of information and decisions
However, the main fact to emerge from these interviews was a broad 
picture of the complex and rather confused process by which decisions 
were reached. The interview with the chef serves as a very good illustration 
of these difficulties.
The role of the chef de cuisine in the hotel was that of the highly 
paid and skilled manager of its major production department and most 
important cost centre. He controlled a department of over fifty'people 
and could be considered as an intelligent and influential member of the 
organisation’s hierarchy.
When asked to assess the quality of the information systems by 
marking a scale of one to nine he indicated that they were absolutely 
reliable (l)j well presented (2),and quite suited to his needs (4)* These 
gradings are completely inconsistent with his opinions of the relevance of 
the information (7), or the timing within which it is produced (9% and 
indeed bear no relation to the opinions he actually verbalised in the 
interview or to his working practice.
The three most important formal procedures with which he worked 
were of little value to him, lie often chose to over-rule the volume 
forecast; preferring his own "knowledge of the business", considered the 
payroll analysis irrelevant due to the "fixed staff level" of his 
department and thought that the control information provided for his food 
and-beverage cost, although accurate, was not presented in time or with
sufficient analysis for him to he able to use it to isolate trouble spots^
His most important marketing decision and that which had the longest
time span wa,s menu planning, for which he had a list of the criteria
(associated with the production and service of food) which controlled its
development. There were no formal procedures to guide him in this*, he
maintained his oim analysis of the success of items on present menus andtheat the planning stage had no contact with/management group. He would 
discuss changes with the manager of the speciality restaurant (where changes 
were limited) because the chef thought he took an-'interest in food quality 
as items were sometimes returned to the kitchen by him. Neither the 
room service manager nor the d la carte restaurant manager took such 
decisive action and were therefore not consulted about changes even though 
the variety of the products that they could sell was much greater. Menus 
were approved and priced by the food and beverage and the general managers 
of the hotel. The chef was not involved and claimed that they took 
insufficient consideration of food cost changes (the chef ordered the food 
daily and, although he did not purchase it, was very familiar with its costs).
As time passed and inflation pushed up the cost of ingredients on his new 
menu, the chef found it increasingly difficult to maintain that target 
ratio of food cost to selling price which was used as the measure of his 
overall performance.
This situation summarises the position that was found to exist throughout 
the hotel. There was a gap between the existing formal ;information systems 
which were historically orientated and designed to allow senior management 
to assess the hotel’s past performance and on-going operational needs.
There was also a gap between marketing information and the making of future 
Orientated marketing decisions. Indeed, it could almost be said that the 
more complex and important the marketing decision, the less actual market 
information was used or was even available.
Prom this basis it was concluded that it was necessary to reassess 
the frameworks of decision-making and particularly those of marketing.
Complete systems or procedures were needed to link what was happening in 
the market to decision-making in tho hotel. The results of the interview 
programme indicated that the problem should be restructured in terms of a 
normative approach. Thus a list of the data that should be used for 
decision-making was compiled from an analysis of situations in which 
decision-taking could take place. Primarily, the list takes into account the
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nature of the activities within the organisation of tho hotel. Although 
checklists were produced for several revenue departments only that for 
rooms division is shown in full due to its predominance over hotel 
performance.
4* Checklists of Information Needs
4.1. Checklist of Information Needs for Rooms Division Table 4.1.
ITEM
4»-j.l.l. Individual Identification 
Name 
Address
Passport Number 
Affiliated', organisation 
Organisation address 
Telephone number
4.1.2. Profile Information 
Nationality - by passport and by
residence
Sex 
Age
Occupation 
Income level 
Marital status 
Educational level 
Number and age of children 
Life cycle status 
Media habits
4.1.3. Travel Patterns 
Trip origin/destination 
Stopovers - how many, where 
Method of transport ~ to city, to
hotel
Trip frequency ~ how many, how often,!
where to
Other destination'cities
ESICPMNATI on/note
includes "districf'name? 
e.g. Hampstead
oonoany, club, government etc.
This information can be 
used to infer the attitudes 
of hotel users and thus 
be used as a basis for 
devising marketing plans
Identifies high volume 
hotel users and acts as a 
basis for selling activities 
and referred business
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ITEMS ON /NOTES
4.1.4. Purpose of Trip 
Business 
Pleasure/social 
Exhibition/conference 
Stopover/transi t 
Other
Some combination of the above
4.1.5. Reservation Method
Booking agent - company, travel agent
etc.
Method - letter, telex, cable etc.
Lead time
Room - number a,nd type requested 
Room - number and t^me allocated 
Decision influences
4.1.^. Behaviour in-hotel
Arrival time - by day and hour 
Departure time - by day and hour 
Number of guests in party 
Status and relationship of party’s
members 
Use of hotel facilities 
Attitudes to each aspect of hotel
product
- price, value, quality, quantity: 
Expenditure in each department \ 
and in total it. _
Expenditure in city and on trip :
in total
Uho is the payee
Nhat is the method of payment : '
and the time 
Eov7 is the visit financed
Important in determiniîig 
the product requirements 
of guests.
Reasons for choice of hotel 
provide information about 
product requirements and 
can help improve the 
effectiveness of sales 
campaigns.
As 4.1.5. hut also useful 
in the regulation and 
development of operating 
procedures.
Affects pricing decisions 
and credit policies 
j (part of product)
Vi
ÏTSMS iüXPLANATïÛH^NOTES
4,1.7, Behaviour in City
Use of competitor facilities 
~ other hotels 
Use of competitor services
- e,g, dry cleaning service 
Use of other facilities
- e.g.buses, offices, shops 
Entertainment vrithiix city 
Other activities within city 
How much time/money is spent where
4«1.8, Reaction to Hotel
Perception of hotel pre-and pOst-visit 
Guest’s self concept 
How does guest evaluate hotel, 
what factors does he use 
V/hat’ is guest’s ideal hotel 
Brand loyalty - what is it
4.1.9♦Pe rf o rman c e/Fo recast i ng 
4.1.9«T. Income related data
Gross revenue - also shown by departmentfRevenue components - service charge, j
taxes, misc. >
Averages - room rate, guest rate, |
unit rate
Discount factor
4.1.9*2" Occupancy related Bata
Daily room and unit occupancy
Daily room and unit double
(multiple) o c cupan cy 
])aily bed occupancy 
Daily rooms available and vacant 
Daily arrivals, departures 
Guest count
Average length of stay
A useful way to monitor 
the hotel’s position in 
regard to its product life 
cycle.
The need for new or additional" 
facilities will be 
indicated by this data.
Identify difference in 
factors affecting a first 
choice and those affecting 
a repeat choice and so build 
up repeat purchase.
Concepts of profitability 
and capacity provide a method 
of measuring the hotel’s 
performance overall and 
highlight the comparative 
utilisation of different 
departments. This provides 
one way of setting goals.
In addition, the patterns 
shown up by this data can 
be used both to assess the 
"normality" of the present 
situation and be used for 
short term forecasting.
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‘ITEir
4*1.9*3. Profit related Data 
Gross operating profit
“ l3ÿ’ department/per guest 
Gross operating income
- by department/per guest 
Net profit
- by department/per guest
4.1,9.4. Individual guest Expenditure Data 
Spend by department - per night,
per visit
4.1.9*5. Cost Related Data
Total operating cost - by department/
per guest
Payroll cost - by department/per guest 
Operating supplies (by category)
- by department/per guest 
Administration and general
- by department/per guest 
Repairs o,nd maintenance
- by department/per guest 
Marketing cost - by department/per guest 
Occupancy cost - per guest I
EXPL.AWATI ON /NOTES
This data related to specific 
types of individual is used 
to regulate the revenue 
mix.
Cost standards provide an 
easy way to monitor the 
standards to which the 
product is maintained, they 
assist in the identification’ 
of variances and impose 
objectives on departmental 
managers,
Î4.1.10, Ibctei'nal Data - Demand Related ;
4.1.10.1. Short-term Factors 
Identification of booking patterns:-
reservation lead time 
Cumulative demand pattern 
effect of fluctuation - last minute 
pick-up, extra departures, no-shows, 
Cancellations, stay-ons 
cross analysis of the above by
market segment
4.1.10.2, Long-term Factors |
Determination of the past/present |
values of the market segments in which;
we operate j
Calculation of overall 
market value and trends is 
necessary to relate present 
performance to the future,
Short term data of this 
kind helps to mazcimise 
occupancy and rate by 
regulating bookings.
The medi am/long «’term 
market conditions are the 
prime determinant of
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ITEM EX P LA nA TîG îI/irO TE S
Market share of the hotel, by segment 
Which variables are central to 
forecasting the interabtion^and level 
of demand and supply 
What business was lost due to 
insufficient capacity 
What business was refused, at what time 
- for reasons of "policy"
~ because existing forecasts said 
we could do better
4,1.11. External Data - Demand/Supply Related
What factors, outside the control of the 
hotel, will affect its operation or 
influence its market
inarketing strategy,
There are a huge number of 
potential external variables 
some of which might be 
evident in the present ' 
e.g. the construction of a 
new airport or changes in the 
exchange control regulations. 
Others can be inferred iron 
past trends e,g. rising 
interest rates which will 
affect travel finance, 
changes in fashion, levels of 
union activity. Yet others 
might be deemed to be 
important in the future 
8og, proposed changes in,the 
law. There is also a class 
of events which cannot be 
predicted but which might 
affect performance e.g. e fire, 
a sudden change of management, 
a shift in international 
politics,
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ITEM
4*1.12, .Î5>:ternal Data - Supply Related
Identification of direct competition 
for markets 
Ownership status 
Operating pattern \
Product specification 
Sales and market share 
Operating conditions — pricing, 
occupancy, seasonality, personnel, 
administration, procedures 
Future plans
Competitor "strengths and weakness" 
relative to our own product
Identification of indirect and ' 
potential competition
Identification of competition 
for resources
E::PLANATION/nOTE2
The degree to which the unit 
can respond to local market 
condi ti ons.
Knowledge of competitor 
behaviour is a useful check 
on the validity of our own 
activities, whether they are 
the same as,or different to 
those of any particular 
competitor.
This would include accommodation 
facilities in other market 
segments and those under 
construct!on.
It would also include any 
other element which diminished 
the use of our facilities 
e.g. video-telephones might 
reduce the need for business 
travel
Labour, materials, money 
without which the hotel 
cannot ooerate.
4.2. Extracts from a Food and Beverage Information Need Profile
As already stated, the general pattern of each checklist is similar; 
however, the individual lists relating to each department contain reference; 
to its direct product. Thus the I HP for a restaurant also'showed:
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Table 4*2
ITEM EXPLANATI0Ii/lICT:il3
4.2.1. Income and Expenditure Related Data 
Income, profit and expenditure 
by meal period 
by day of week
by food item (or food category)
Maximum revenue is a function 
of seat turnover x average 
spend. Income data is used
by beverage item (or beverage category)as a warning light to indicate 
by other items (tobacco, souvenirs ) changes in levels of busines
It is important to regulate 
marketing in a way that will 
increase turnover without 
reducing volume.
It may be possible to 
:if3olate elements of the 
product which are more or 
less attractive than others.
4.2.2, Gapacity/Volume Related 
Potential and actual seat turnover
by meal, day, vreek, etc.
Eating/arrival time frequency 
distribution 
Menu item frequency
4.2.3, Behaviour in-Re s taurant 
Method and time of reservation 
Number of guests, their status and
relationship 
Food r:nd beverage consumed 
Attitudes to product - food, beverage 
service before o,nd after sampling
- quality, ouantityj 
speed (of service), choice, price/value 
Use of ancillary facilities e.g^  bar
Thera; is no description within the checklist of ways in which this 
data could be aggregated, classified, sorted or indeed manipulated in any 
way. At the same time nor is there any reference to its current availability 
or even the practicability of its collection. The main achievement of those 
lists was to raise questions in these areas and supplement the view of tho 
organisation provided by the interviews.
Some of the data was already available within the hotel or at least 
could be tapped relatively easily. However it was not available in a. 
co-ordinated form and there were no procedures for drawing it into the 
formal decision making processes. For example, an analysis of the sales
"fil
ledfîer would reveal a #reat deal of information o.bout the market^•méthode 
of pa.ymen*!^  time of payment, hooking ar-:ent, even geographical source of 
business; or the concierge (hall porter) could provide information as to 
the competitive or other facilities used by hotel guests while in the 
city, by recording their encuiries and their transactions through his 
department. A large proportion of employees had worked for other hotels 
in the city and could pass on detailed information about both their 
operating and marketing procedures. Hone of this wo,s used.
It is in the attempt to ôodify what is available and whai: is possible 
that the obstacles and difficulties of informp/bion analysis become clear 
and it is the nature of these obstacles that determine the development of 
detailed specifications from initial specifications. Hence, although all 
the data regarding guest expenditure by outlet passes through the front 
office cashiers where it is added to each bill, the lack of capacity 
within the billing machines and the work load of the department would 
preclude any analysis more detailed than total spend per guest. The cost 
of replacing and upgrading these machines could not be justified to obtain 
this information, Similarly, only a research project of major dimensions 
(i.e. extremely expensive) would be able to isolate and compare the 
attitudinal state of guests before, during and after their visit to the 
hotel.
Differing constraints will apply to the development of any 
information system. There is of course no ’one best way’ to collect, 
analyse and present any particular bit of information. The chosen concept 
of order, the exact way in wdiicli problems are represented must largely be 
constrained by the elements within the present situation - the needs and 
Capacities of the men, processes and machines within the organisation?
At the same time, the information going into the system must prejudice the 
decisions that come out of it. Change and development are therefore 
•gradual processes and their acceptance must bo an.inherent part of the systems 
design i.e. the system must not move to a "final state", where everything 
is fixed and final conclusions are reached.
The information system is concerned with three levels of activity ~ 
problem identification through the manipulation of dataji planning (problem 
solving) and feedback (evaluation of steps one and two). The checklists 
represented an attempt to define the elements or components of step one of 
tliis process, v:hich is represented figuratively below as:-
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External Internal
.'.fconomy 
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Culture 
PoliticE
finance
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Marketing
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Process ^ — 7K--
 > Plan
Feedback/ 
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Actual
Events 4-
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* Programmes 
"Rules
"Reports
"Variances
"Intelligence
fig.13,The Levels of Activity.of the Information System.
These components were then fitted together to produce sets of 
procedures that could be understood and used by the managers of the hotel.
An attempt was made to develop an information system that would fit 
together in the same way as the schematism of a link«pin organisation 
structure which would therefore be equally subject to modification and 
change by those people who operated it. The concept being used therefore is 
that the information structure is (should be) the main influence on the 
activities of the organisation and it will therefore reflect purpose in 
the same way. The system is linked together at each stage of its problem- 
solving activities since each sub-set is interdependent upon others for a 
part of its necessary data.
The procedures that were developed for the market information 
system represent a beginning of movement from the conditions described 
during the interview programme to a state in which all the checklist data, 
its importance and relevance could be considered at will. Detailed 
specifications were prodixced and approved which were in accordance with 
this movement.
4*3e Summary Results of Initial Specifications
Due to the complexity of even a single decision, attempts to 
determine the decisions made by each manager and the information that he 
used to make it were not pursued. An interview programme was used to 
discuss broad decision areas and to assess the way in which the present 
information system wo,s perceived.
60
It emerged that data which was generated in guest contact areas 
- food and beverage outlets, reception and reservations - was either lost, 
retained within that department or passed on to one of two information 
receiving departments, either accounts or management services. These 
departments were primarily concerned with- their own records of income 
and expenditure or the production of certain control information 
the number of rooms cleaned by each maid.
The net result of this process was that although each manager was 
well aware of the need to satisfy the customer, almost no information 
about hotel guests was collected or used. Service departments with little 
direct guest contact - the kitchen, housekeeping, engineers - were in 
possession of almost no market information that needed to be drawn from 
outside their areas. Huge volumes of marketing data which were flowing 
in to the hotel were not stored in a wo,y that made them either accessible 
or usable.
Thus, it devolved upon the General Manager or his senior assistants
to maintain and develop the marketing of the hotel by either generating 
»questions or directing attention to problems. Such problems were then 
solved by means of an ad hoc effort which ceased as soon as a solution 
was reached.
Existing procedures were aimed at maintaining the existing product 
and due to a lack of integration with each other and with any concept of 
a strategy/policy sub-system there was not only no direct link between 
any of the activities of a department and its market but there were no 
effective, regular and systematic reporting functions which might evaluate 
marketing information. Procedures were not integrated because they were 
designed to satisfy only the (short-term) needs of each department and 
its members.
The implications of an integrated information system are that each 
part of it must form a complete whole and it must reflect in its structure 
that of the overall organisation. That is, the information systems 
within each cell or department convert data into information and information 
into decisions which have a value to that cell a].one and it is for this 
reason that tlie processes are maintained. The department/cell also 
exchanges data, information and decisions with other parts of the 
organisation and thus is linked to it. This interaction between hierarchy
and information might ho represented schematically as:-
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Department Heads Discrete Data
Mechanical Processes
Division Heads Procedures/information
Social Processes
Seni or Management/ 
Staff Heads
Plans/Poli cies
Corporate Management Strategy
Information Heed
Profiles
Data
Maninulation
Models
fig.14, A Representation of the Link between Hierarchy and Decision-Making
It was postulated at this stage that thexss is a progression which 
can be related to the levels of decision-making discussed earlier. A 
movement up thm organisation is characterised by greater manipulation of 
data, a more social, less mechanical process, greater use of information 
drawn from outside the boundaries of the organisation and an increasing 
concern with conditions of partial ignorance. This is the building process 
that was used for each of the three elements that comprise the system.
THE COLLECTION AND ANALYSIS OF MARKETING INFORÎLITION GILIPTER VI1
Internal Data
1, A Situation Analysis
The review and acceptance by the management team of bcth the interview 
programme and the information need profiles, provided the hotel with both 
a descriptive and e. normative approach to its existing decision-making 
processes. The hotel was now in a position to look at the components and 
the production of its product and this was regarded as a good way of 
developing the system* The aim would be to represent the product and its 
current performances and then to match that product against the needs of 
the market and against opportunities within the market. Opportunity 
could only be identified by looking at the total market of which the hotel 
had a small part but first it wg..s easier to examine only that part, 
determine its composition and find out how it was changing,
1,1, Trend Analysis
T> . T 0.1 4. -, I  ^ by the .financial controller.Data regarding the hotel's performance was presentee to management,/ ’
at roughly month-wide intervals in the form of a schedule of accounts.
These were drawn up in the shape of two summary pages with supporting 
schedules, at the back of which were appended three pages of statistics 
which showed actual volumes of business and some averages, A comparison 
Column was provided on each page to indicate the result for tîie same 
period in the previous year. In practice the interpretation of these 
documents was extremely speculative. Due to constant demands for higher 
money profits from central office and the constant background awareness 
of the effect of inflation, prices were increased fairly regularly, 
certainly at least once each year. Revenue figures alone therefore could 
conceal a fall.in volume. The highly seasonal nature of the hotel business 
also helped conceal the position;changes in the dates of public holidays, 
a different composition of weekdays to weekends in any month were all 
factors known to have an effect on performance.
It was therefore decided to challenge the encouraging picture 
presented by an ever increasing revenue and represent the volumes of the 
four main revenue-producing areas to take seasonal factors and price increases
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into account and to plot this graphically in order to get an 
impression of the overall trend.
The relevant volume data was extracted from the accounts and a 
proportional seasonal factor calculated by dividing an average figure 
into the original. As can be seen from the example in the appendix of 
the Rib Room Restaurant lunch covers,a moving annual total is divided by 
twelve to give a moving annual average, which is smoothed (averaged) again 
and divided into the original to produce the seasonal factor, < The layout 
of these forms is important to their use since an MAA must relate to the 
mid-point of the year to which it refers. The calculations were validated 
to two standard deviations by using the trend column for short-term (two 
to three months) forecasting,* An average seasonal factor spread over two 
or three years was used. Changes in price were also taken into account 
where the date and value of these was recorded as in the rooms division.
Since this was not possible in the restaurants, spend was normalised by
using an index for inflation.
The results of these calculations were plotted and an estimated line
of best fit applied in an attempt to discern overall trends.
a) Rooms Division:- total revenue was used in order to reflect the different 
sales mix of room types for which different prices were charged and 
price changes were allowed for by an index based on this rooms mix.
The summary work sheet is also shovm in the appendix with the graphs 
which show the trend of adjusted revenue and which try and relate 
that revenue to "important" events in the economic environment. It 
can be seen that the trend over this period is probably an inverted 
shallow U. If this situation was not being shared by other hotels 
i.e. was not a reflection of the business cycle in general,then it 
would indicate that the hotel's position was being eroded.
b) The Restaurants:- the hotel had two restaurants, for which covers 
(numbers of meals served) were adjusted seasonally and by day (to take 
into account varying numbers of days per month). Average spend was 
adjusted by an index factor for inflation at the beginning of each 
year. On the graphs (those for the Rib Room are shown) this resulted 
in a regular "fall" in average spend at the beginning of each year
*note: Current trend which is an annual average is multiplied by ^  order 
to stretch it to the current month
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follov/ed by a slow rise. This was interpreted as o.n indication that 
the average spend was remaining static and did not increase more than 
in proportion to price rises i.e. guests were buying the same amount 
of food throughout the period. The number of covers served showed the 
same pattern as that of the rooms division, particularly at lunch 
time. The rate of decline was more rapid in the evening for the Rib 
Room,but quite steady and regular over the whole period for the 
Chelsea Room.
o) Banqueting:- although similar work sheets were prepared for banqueting 
it was apparent that the pattern of business could not be analysed 
usefully in this way. The pricing structure and content of each 
banquet was unique and although there was a general seasonal pattern 
it was felt that revenue was also very responsive to the number of 
functions sold and the business mix that ensued.
Note: Once the laborious and time consuming job of setting up this type 
of work sheet has been completed they are cuite simple to maintain.
It is obvious that they do not provide a very sophisticated explanation 
of what is happening to the business, nor do they provide any kind of 
(spurious) scientific accuracy. In this case they did provide a 
useful description which acted as a background to further research. 
Although it was found possible to explain the concept of seasonality 
to managers previously unfamiliar with it, the work sheets were not 
maintained,
1.2. Determination of the Business Mix.
The research brief demanded that information be obtained to explain 
and initiate remedies for this decline and it was considered that such an 
explanation may be found in further, more detailed descriptions of hotel 
users. Better knowledge should have permitted the hotel to produce plans 
that would improve the effectiveness of its sales effort. The only 
department with permanent records amenable to further analysis was the 
rooms division. This was because for its ovm purposes, and to meet legal 
requirements, details of visits to the hotel were filed chronologically 
and al&habetically for a period relating to the last two years. Neither 
of the restaurants could produce any information about their guests or their 
business and banqeting records were filed only in alphabetical order.
In order to pick out users within any particular period,each of about
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three thousand files had to be read.
During a period of two months a 5^ stictly random (fixed interval) 
Sample of one year's correspondence o,nd lOfo sample of registration cards 
which covered a five month period were examined for the following aspects 
of hotel occupancy average booking lead time, source of booking, type 
of business (group/transient, business/tourist), room type requested, 
length of stay requested, nationality, occupancy by day of week, proportion 
of first and repeat visits. The results were produced in the form of a 
series of tables supported by some graphs.
Perhaps the most important piece of learning to come out of the 
exercise was a tacit demonstration of the difficulty of extracting usable 
information from the data within the hotel. Infact, the very length of 
time required to produce the analysis was a measure of the difficulty 
encountered in obtaining it. Hot only were the sheer volumes of data large 
(over 1,200 registration cards and over 500 items of correspodence), but it 
was very badly organised. Correspondence referred to any documented record 
of a reservation - a letter, telex, telegram or enquiry slip - and these 
were filed at random within a date of arrival order. Even the printed forms 
produced by the hotel, such as the registration card and the enquiry slip 
(used to note details of a telephone reservation), had not been designed to 
facilitate this kind of work. The forms and procedures within the 
reservation/reception area were primarily concerned with the operational 
aspects of getting people into the hotel and the potential value of the 
data collected by way of achieving this was disregarded for lack of an 
effective mechanism to make use of it.
However, it was apparent that the main source of management inform­
ation, the accounting system,not only failed to explain^current situation 
adequately, it was even unable to describe it (or represent it) in a way 
that would permit the easy identification of problems. Indeed, in many 
respects, its apparent accuracy was misleading. Having identified a problem, 
by going outside the accounting system^there were no procedures that would 
supply information to analyse it and ad hoc research was once more necessary^
Changes were, of course, taking place within the market and these were 
not being noticed, A (statistically) significant change had taken place in 
the mix of nationalities using the hotel with a decrease in the number of 
U.K. passport holders and an increase in those from the U.S.A. Such a change 
may have been associated with the slight lengthening of the average length of 
stay. Persistent attempts to sell the off-peak weekend periods throughout the
year appeared to have shifted the traditional weekly pattern of sales. The |
"shoulder" day had moved from Friday back to Thursday and this day was being ;iijundersold in order to obtain through bookings for the weekends. This was i|
also associated with a wider problem of selling out, on days of strong demand, i
Just over half of all reservations were made within seven days of arrival and |1
the reservation manager's unspoken policy that a"luxiu'y" hotel could not 
refuse to honour a reservation made him cautious about overbooking. Most 
important was the fact that reservations were being taken from any source 
that happened to request rooms and the lack of a planned approach to sales 
was accentuating basic seasonal fluctuations. Yet, well over half to three 
quarters of all reservations were generated by sources susceptible to the 
hotel's sales effort. It is very difficult, in general, to sell to each
individual in any part of the world, who might use a certain hotel. Individual •
transient business is therefore hard to control. A direct sales effort can 
only be made practically to organisations-^companies, travel agents, carriers, 
clubs etc., which will have fixed offices and may generate many visits out 
of one location.
It was decided that these problems might be overcome if the selling 
effort were more closely informed as to the position of the hotel and as to 
the effects of its own efforts, A new procedure which would fulfill this 
task would also improve the general availability of information, perhaps close 
some gaps in the hotel's knowledge of its market and help to regulate the mix 
of business coming into the hotel. Two procedures were devised to cope with 
these problems.
i) Company Contact Cards ~ Rooms
The company contact cards were the first response to this problem, A 
Y  sample card is shown in appendix and it will be observed that their completion 
is fairly self-explanitory, A colour code was used to identify three types 
of organisation — companies, travel agents and carriers. Cards were completed 
each night by the night manager who extracted the information from the bill 
folios of guests who had departed that day.
The purpose of the cards was said to be to provide the sales team 
with information about the known market, to ensure that it was serviced in 
a way that would enable the hotel to exploit it to the full. To this end, a 
series of reports were to be produced at monthly intervals, to identify new 
users and to provide lists of organisations which had used the hotel in the 
ensuing month in the preceding year (i.e. and could therefore be supposed to 
be a prospective user in the next month of the current year). At three- 
monthly intervals lists of the biggest volume users were to be made, with lists 
of organisations with increasing or declining volumes# These two sets of 
information should have assisted the sales team to monitor the trend of
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organisational business and to take action that would both maintain regular 
hotel use and increase the awareness of short lead time decision makers. In 
addition, the background data on the cards coupled with the edge punched 
filing system should have been of great help in ad hoc studies such as picking 
out weekend users, organisations within a certain industry or geographical 
area, the responsiveness of organisations to a greater or lesser sales effort.
Such analyses were never made by the sales group and to this extent the 
cards were a failure. They were regularly maintained however because of their 
value to the management of the reservations area and to the rooms division of 
the hotel. This was partly due to an organisational problem; lack of clearly 
defined policies put reservations and sales into competition for filling the 
hotel and these cards provided a tool which reservations could use to measure 
the effect of sales. Aside from this, they provided a new and useful basis 
on which to make pricing (discounting) decisions, to accept or refuse business 
and the only reliable measure of travel agency volumes (travel agent corres­
pondence was filed in the accounts office in a badly indexed system). Their 
survival led to the beginning of new policies which began to increase price 
(by reducing discounts) and eventually an analysis of sales performance, 
based on these dards, was initiated by general management,
ii) Company Contact Cards - Banqueting
The major improvement in the availability of market related data in 
the rooms division had been achieved simply by re-representing a part of it 
on one small card. Since almost no marketing data was available from the 
banqueting department a similar card was designed for their use. (see appendix) 
Only two colour codes were used, to distinguish* organisations (companies, 
clubs, conference organisers etc.) from private individuals. A lower 
volume of users facilit/ed the opening of a card for each user within the 
previous two years and this was done as a separate excersise to open the file. 
Each day it w^s to be updated for each completed function (which would not 
exceed four or five) using both the banquet correspondence files and the 
daily revenue report.
Reports were to be produced as in rooms division to identify regular 
and high volume users. However, due to the smaller geographical spread of 
the market, its increased seasonality and the greater variety of product mix, 
more attention was to be paid to segmentation. The preliminary analysis 
Sf these cards which followed their set up revealed three main facts, 
a) The market for banqueting was highly local; 0^/6 of it originated within 
ta-70 or three miles of the hotel, b) The industry group classified as 
"business and professional services" accounted for about one fifth of all 
users and no other industry provided a particularly significant proportion 
of business, c) Very few social functions were held in the hotel yet two
hundred yards away a competing hotel was well known for its place in the 
social scene of the city. This was doubly unfortunate since the seasonal 
pattern of social functions complemented that of business functions*
These three facts are all indicative of a highly passive role in the 
market and yet despite the minimal work load involved in their maintenance 
these cards were not up-dated* Once again, this is attributed to an 
organisational weakness* The banqueting departmentwijch should have completed 
the cards were responsible only for organising functions, not for selling 
them* As a sales tool these cards had no value to them. At the same time, 
the difficulty of measuring the sales effort, of separating business which 
had been actively sought distinct from that which had come to the hotel on 
its own account, increased the difficulty of controlling sales efforts.
1.3. Forecasting Procedures
a) Rooms:— another method of dealing with problems of alternate surplus 
capacity and surplus demand (seasonality), independent of an attempt to 
regulate, such patterns within the market, is to develop a forecasting 
procedure that will deal with the purely mechanical aspects of filling 
the hotel. The previous analysis of the business mix had brought to light 
the informal policy of underselling the hotel, even in periods of strong 
demand and this was now changed formally by the general manager. The 
procedure that was developed to cope with the difficulties of filling the 
hotel aimed to make existing implicit decision rules explicit. It 
concentrated only on variables that caused occupancy to fall off in order to 
encourage reservations to sell enough rooms to take these into account.
Each evening the night manager was to count physically the number of reserv­
ations in the rack *, compare this with the number recorded in the 
reservations book to ensure accuracy and deduct from the total number of 
rooms sold,expected departures, a forecast number of uncalled rooms (guests 
with reservations who would not arrive) and a forecast number of extra, 
(unexpected) departures. This resulted in a balance of rooms available 
for sale and was calculated for a period five days in advance. The short 
manual and the forms used for this procedure are included in the appendix.
After two months the procedure was modified slightly to take a 
seven day period into account and to show the number of vacant rooms and 
the anticipated fall off in demand separately. These modifications were 
made in response to the reservations department and, it was felt, 
represented the acceptance of the procedure. Since the initial difficulties 
in its use were now resolved,.information was circulated to the
“A Uhitîiey Rack or Rooms R.ack is -a strip filin.-' system fixed to a wall in 
whicli slips of paper (rack sl.ips) noting each reservation ore filed byfti'Tivai dote.
sales team, and it was for the purpose of allowing them to take action on 
short falls in demand that the extra two days were added* Previous action 
had been confined to reservations in the form of accepting chance arrivals, 
allowing existing guests to stay longer or calling other hotels for 
referrals.
The other important change occurred in the presentation of the 
information which showed vacant rooms separately from the projected fall 
off in demand* These projections were averages calculated to a confidence 
limit of two standard deviations i,e* they would be accurate to withinr{*-“ two rooms, nineteen times out of twenty. It took the rooms division 
manager about one year to trust these figures and when he did it w<?.s the 
difficulties caused by that twentieth occassion that provided the instigation 
for the further development of the information systems,
b) Banqueting:- capacity or utilistion of banqueting space is very difficult 
to establish with much credibility. In theory each room could be in use 
for every hour of the day and this makes the concentrations of business 
into certain months, days of the week or hours of the day a severe 
seasonal problem. It was known that '-a.large number’ of banqueting enquiries 
were received by the hotel which were not converted into sales and this 
was assumed to be indicative of the ’usual’ way in which banquets were 
bought. Since most buyers were making an unfamiliar and substantial purchase 
of which the exact composition was subject to negotiation, they were 
"shopping around" to get the feel of the mar]cet.
Lacking profile information to improve the positive approach to the 
marketja procedure to record lost business and to monitor the conversion 
of enquiries to cancellations was introduced, . It if as
intended to separate losses of business into categories of that lost due 
to poor selling (failing to note an address or send a letter), that lost 
due to unsatisfactory facilities and that lost for other reasons (banquet 
cancelled, no agreement on price etc,). Each month a summary was to be 
prepared to monitor tlie level of cnruirien, the converf;dan ratio and a 
summ.ary table of the fall off in demand was to be made.
The results of these forms would have urovided useful-forecasting 
information to sales who would have been able to estimate the fell off 
rate from booked future levels of business. The level of onauiries would 
h."ve given r^ n indication of the strength of tho market ••'■id a r ucs bionpairo/
-V)
checklist to dctorninc . tlio source of the enr uiry , was drawn
up. Guest contact staff in haiiruetina ’were to complete this at cbifferent 
times of the year and this should have improved the efficiency of 
promotional activities and helped maintain enquiries a/b a high level, 
Negative references to the product and the choice of competitive facilities 
would have helped deduce market needs.
These procedures were never successful because they were never 
maintained by the banqueting dep-.rtvnent, It is thought that a general 
lack of interest in sales and ineffective operational management were 
partly to blame for this, More significantly however^there wa,s no apparent 
direct link between these procedures .and the satisfaction/reward system of 
either the "group" or the "department" and this was the first indication of 
the importance of such a connection,
1,4, Summary of Phase I
Phase one of the market information programme was concerned to 
establish the current position of the hotel's ability to represent its 
marketing performance. It was also important to build up confidence in the 
concept that "better" knowledge was related to more profit.
By re-assembling the data within the existing source of management
information, the accounting records, it was found that the hotel was not
experiencing any real growth in revenue and in fact was probably losing
part of its market.
An attempt we.s made in two major revenue areas to identify the causes 
of this decline and present a remedy. This was partly achieved in the 
rooms division by drawing the data that would facilitate monitoring the 
user profile into one point. Consideration of thi& profile suggested the 
development of -a forecasting technique to regulate and maximise the booking 
of the hotel, with the assumption that business acceptances would be biased 
in favour of identified high volume users,
A similar process in the banqueting department demonstrated the 
extremely passive role which had been adopted within tho market. Located 
in an = area dense 1.y inhabited by service companies,the department had 
attracted business only within the local area. Attempts to upgrade the 
efficiency of its selling effort wore unsuccessful.
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These steps took place over a series of months as very few resources 
were initially devoted to the MIS, The two small changes in the rooms 
division however were favourably received and did meet the criteria of the 
brief. As committment grew,the scope of the project was extended to build 
up the picture of the hotel's market in other areas.
2, The Restaurant Surveys
2.1, The Purpose of the Surveys
The introduction of self completion questionnaires into well-
established luxury restaurants was a mark of considerable confidence/bÿ^^^^^^
the general and senior management of the hotel. As far as was known.noin the U.K,ovher restaurants of comparable status had undertaken research of this type/ 
and there was much concern over its effect on the image.
The first purpose of the survey was therefore to collect data, 
without adverse effect on guests or the patronage. Three sets of data 
were sought:- a profile of users to determine who was using the restaurant 
and equally important, who was not; a measure of the effectiveness of the 
promotional efforts that were used and an evaluation of the product match 
with market needs, by obtaining a reaction to the product and by looking at 
competing facilities also used by the hotel's market. Such a match was 
first tried in the restaurants because it could more easily be centred 
mainly on the tangible aspects of the product,
2.2, Questionnaire Design
It was taken into account that any questionnaire given to a guest 
in a hotel restaurant would be closely associated with the restaurant and 
the hotel, Therefore its appearance and presentation had to be in 
accordance with the overall, image that v/as being sought. Hords such as 
'expensive' or 'luxury* could bo used to describe that image, Tho booklet 
design as shown in the appendix was thought to match this image and also
oq
to meet certain practical requirements - it was small and easy to fit 
on a dining table and printed so that it was legible in dim lighting.
The actual choice and wording of survey questions is something of
an art and a great deal has been written about this elsewher^i^^In.summary,
questions tlhould be sequenced to attract the attention of tho interviewee,
asking easy interesting questions first,and emotional and difficult questions, could otherwisewhich / affect later responses, at the end. In general^  only questions 
that can and need to be answered should be used and they should be presented 
in a way that is easy to understand. The form and wording should guide 
but not bias the response and enough questions should be asked so that 
false conclusions can be avoided.
In practice it is very easy not to do any of those things. Each 
person's reaction to the survey at the moment of its presentation will 
vary and this alone may affect response. The interpretation of each phrase 
will chauige^particularly where people from different cultures arc being 
interviewed. Filling in forms of this kind is a difficult task and really 
"not worth the effort" which tho respondent may therefore resent making. 
Problems can be encountered with scaling systems - the scale may not rernahn 
constant throughout a series of questions due to changes in the inclination 
of the respondant and where a number of scales are used, different numbers 
may have particular significances (e.g. aero, ten, "lucky" seven etc,). 
Furthermore, communication is heavily restricted; 'yes' or 'no' may convey 
only a fraction of the desired information,especially when it is recalled 
that the survey seeks to establish the network of relationships within whi ch 
tho product may be purchased. In general, the more structured the question, 
the more constrained tho response. In any event, questions will tend to 
be about things considered relevant to the questionner, which may be quite 
"irrelevant" to product use as far as the respondant is concerned. This 
can,of course,be partly offset by using some preliminary psychological 
research such as group discussions.
Basically then there a,re three areas of uncertainty*,
"relevance - is it the right question 
seleotion - is it the right form of answer 
"interpretation - of both the question and the response 
and these problems could be represented as ;
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A
B'
A..9 all the idlings that could he said about the subject
'Be*, all the things that have been said (itfjycological
analyst s)
'C,„, area of measurement
•B... respondents understanding of area of measurement.
fi#.15. The, Selection and Interpretation of Questions in a Survey
The questionnaire (see number 1 in the appendix) was introduced by 
a"personal" note from the general manager, and informal presentation of the 
first page of questions was to reinforce the impression that the survey 
was being dealt with personally, as indeed it was. There are several "open" 
questions which require a written answer. This layout did cause difficulty 
for some respondents. For example, a divorced person is legally single, 
though many people who are divorced or widowed do not think of themselveë 
in this way. Yes or no does not allow for a full range of answers to the 
Question, did you come to London on business. Ho questions were asked 
about income and it was hoped to infer this from occupation, a,s it was 
hoped to infer business use at lunch time by asking if the visit was being 
made direct from an office. The latter led to confusion in the evenings, 
as did the question on method of transport,which did not allow for lift use 
by hotel guests.
The questions under section two are all closed and aim to provide 
a measure of the promotional efforts. There was little difficulty in the 
Completion of this section though the absence of a "do not remember" box 
and the fact that in several cases two or more members of the same party 
were under the impression that they instigated the visit does suggest 
some ambiguity.
Section three introduces the first concept of ranking. Of the two 
forms of question it is probably easier to record the perception that one 
is a "regular" user (or not) than to categorise actual number of visits.
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The attempt to find a pattern to competitor use generated a huge list of 
restaurants*, very few names were mentioned more than once.
Almost all the questions i'n section four require scaling for
evaluation, A four point scale was used in order to force a positive or 
negative choice. On reflection it would probably have been more useful to 
use a five point scale and count the neutral mid-point as an unfavourable 
or favourable response according to the point of interest of the analysis.
It is also interestsvd to speculate on the effect of the shift in rating 
scales between question 4.1. and 4*2, from left to right to top to bottom.
Perhaps too, less favourable responses would have been received if each ofitthese orders had been reversed i,e, if the column very good had been placed 
on the right or at the bottom of the list.
With question 4,4* it was hoped to use some of the behaviours.! 
aspects of language by asking people to choose any three adjectives to 
describe the restaurant and perhaps thus obtain an impression of the feelings 
Or atmosphere that people experienced within the restaurant. Since this 
was a purely semantic, or meaning, question (because no syntactic structure 
would be applied to transform the relationship of the words) it was thought 
that it would be possible to group responses into areas of similarity 
and assume that say 'good' meant the same as 'nice'.
Finally, the last page was mainly blank and asked for (open) comments 
to provide for the expression of any feelings precluded by the previous 
questions.
The booklets were, in many ways, a compromise. It was not possible
to go to the expense of preliminary psychological testing, non to design
Separate booklets to cope separately with each of the two restaurants and
with two separate meal periods. In the final version shown as sample 1 in
the appendix, the guest is called for about forty responses on three pages
of questions, and is required to devote about ten minutes to the questionnaire.familiar, in the main, with the English language,Given that rhis was to be completed by people of good education/and
interpreted individually, it was felt that it should provide a representation
of the restaurants* markets that would be a useful base for decision making.
Surveys of this kind were organised at six-monthly intervals 
thereafter and four more were made in the following two and a half years.
Changes were introduced into each successive survey and the task of running
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the survey was increasingly taken over by the food and beverage manager. 
Survey booklet two, which was used twice, included only one change, which 
was a question under section four about the coffee, /The coffee had been 
changed after the first survey due to a large number of complaints.
However the results from booklet two could usefully be compared with those 
of survey booklet one.
Survey booklets three and four were substantially changed by the 
food and beverage manager. Number three was used to try and identify an 
off- peak demand (a case of trying to find a new market within an existing 
one), to determine purpose of visit more openly, to apply a ranking 
Specifically to items of food and types of coffee, to evaluate service from 
the bars (about which complaints had been made in survey two) and invited 
guests to apply for credit accounts. Survey booklet four continued this 
trend towards length end complexity so that the guest was asked for about 
sixty responses on five pages ( a fifty per 'cent increase on the original). 
This is probably too long^/^difficult to obtain a good response throughout 
the booklet,
2.3. The Survey Method
The survey could not be run continuously or even for a very long 
period, A sampling period was chosen as fourteen consecutive days and 
a sampling interval/set that, it was estimated, would bring a minimum of 
one hundred responses per meal period and per restaurant, A fixed interval 
sample^table arrivals was used as it was assumed that arrivals occurred 
in random order.
The actual surveys were administered by girls who were instructed 
to record arrivals and approach each selected table as the dessert or coffee 
was being served, îîo incentive was offered to complete the survey (to 
avoid bias) and refusals were recorded and subsequently analysed to ensure 
that they did not consist of a particular sub-set of guests (they were 
usually distributed in the same wo.y as guests who completed the survey). 
Spend information was completed separately for each chosen host by the 
cashier, (A set of supplementary forms is included in the appendix),
Response rate in all five surveys was good. About 85/-- of tables 
and 75/' of guests undertook to complete a questionnaire. As might bo 
expected, fow guests answered every question. Those about value for money
and ranking preferences for food items (one to nine) appeared to be the 
most difficult to answer. There v;as also a relationship between the sise 
and complexity of the booklet and the number of unanswered questionsjthough 
this was offset in the lost two, most complex surveys by reducing the sample 
interval. This increased the number of respondents from an average of 
550 to 750.
2.4. The Method of Anal.ysis
The first three surveys were analysed manually which allowed for 
each particular booklet to be considered. This was useful' in the sense 
that the internal consistency of the questions could be checked e.g. increased 
use by the lodal residents should be accompanied by shorter travel times, 
and to establish groupings for the open questions and for comments, however 
this extremely laborious task meant that it took at least six weeks to 
produce summary results and this diminished their impact. Despite some 
difficulties in the questionnaire design (ennodi.ug is made more difficult 
where codes are not pre-printed, open questions do not lend themselves to 
machine analysis), the last two surveys were machine processed and the 
Specifications for the coding frame and output report are also shown in the 
appendix.
2.5, Some Comments on the Results
Included in the appendix is the report on the results of the second 
survey of March 1972 which allows a comparison with that of the previous 
November. Some of the more intei^ trbing findings to emerge were:-
a) November and March are respectively in and out of the main tourist 
season and there was a decline in the number of American businessmen 
using the Rib Hoorn, the restaurant which had the larger non-hotel 
market. The number of local people using the restaurants had 
increased as a proportion and the incidence of actual hotel guests 
had increased. In fact the profile to emerge from section one 
helps to identify the core (non-seasonal market) from the tourist 
market,
b) This core market was associated with an increased use for pleasure 
purposes and higher repeat usage. The data could give rise to the 
hypothesis that the decline of both restaurants was due to a failure 
to attract new business in local markets and that the position was
worsened by the increased competition'for tourist business^from 
new hotels in the city.
o) The reaction to the product was generally favourable but it appeared 
that guests found the expensive luxury of the Rib Room incompatible 
with the limited menu selection of a speciality restaurant.
d) The more successful Rib Room which,with direct street access,was 
able to attract more outside guests, was often described as 'American* 
along with adjectives that were unfavourable such as 'brash* or 
'noisy'. This may have been a clue to its declining attraction to 
locaJ. markets. By far and away most of the adjectives chosen were 
favourable. This was probably associated with the dissonance reducing 
effect which most users would be expected to experience while still 
sitting in the restaurant. It could also be expected that existing 
users, many of whom were repeat guests,would be projecting 
descriptions of themselves on to - the restaurant and these would,of 
course,be mainly favourable.
e) A large number of guests, about 20/ of those surveyed, took the . 
trouble to a,dd some comments . whi ch were often detailed. Clearly a 
great deal of feedback and opinion is generally held back by 
restaurant users.
2.6. Effectiveness of the Surveys
The effectiveness of the surveys must be considered from two points 
of view, that of the methodology and that of the results which were obtained, 
Probably the very continuation of the surveys over this period of time is a 
satisfactory indication that the methodology was acceptable to guests and 
to the hotel and restaurant management. This is considered to be an 
important outcome since it is always difficult to determine the extent to 
which the intangibles associated with a luxury service product might be 
affected by any changes within it. Apart from the technical aspects of the 
survey discussed above, it is thought tha,t the presence of the interviewers 
who were chosen for their appearance and personality was a major factor in 
determining the acceptability of the survey to both guests and staff. In 
general, much more favourable, than unfavourable comment was received, 
both within the survey .and outside of it and guests would sometimes ask 
to be included in the sample, or request the manager to seat them so that
they would fall within it (a curious potential source of bias).
Perhapst to some extent, this reaction could be likened to the 
'Hawthorne effect' noted by Roethlisberger and DicksoÂ^Silring their 
experiments at Western Electric, It is very unlikely, for example, that 
an individual customer would react to the specific changes, such as the 
change in the coffee, made to the product as a result of the surveys. To 
do so, an actual participant would need to remember his particular responses 
and sample the product regularly enough to detect changes. Rather it is 
considered that the guests interpreted the expenditure of effort and money 
by the hotel as a measure of the interest which it showed in their 
satisfaction. By extension of a 'halo' effect associated with this, the 
hotel was also assumed to be taking action in response to the results.
Apart from anything else, therefore, such surveys are good public relations.
However, from the second point of view also, that of the actual ' 
research results, it is considered that the surveys provided valid and 
important data which could have been used as the basis of marketing 
decisions within the hotel. To some extent, the results supported the 
felt impressions of the restaurant managers but the survey enabled them to 
be recorded in a quantifiable and objective way. This made it possible to 
monitor seasonal changes in the market directly. It also enabled the " 
relative values of these impressions to be determined more precisely, 
hliy, for example, one restaurant was considered more "feminine" than 
the other.
In the final analysis however they failed to achieve a role as a part
of the marketing decision making process. Certainly it was clear that food
and beverage managers were anxious for a source of feedback about the
different aspects of their product, which is why they began to tack on those
Product oriented questions that rendered the surve?/ increasingly complex.
•Their reactions to these were always in the nature of product maintenance —
hotter food, faster service, better drinks. This did not halt the long-term
decline in revenue which the restaurants were experiencing and it is
apparent that the survey responses coupled with the restaurants* operational
characteristics were consistent with a need for product development. Their
products were probably within the mature phase of their life cycle and thus( 51 )promotional activities to extend the J.ife cycle, as Levitt has suggested, 
would have been required to affect the long-term trend. Since the problem 
was not recognised in these terms this more appropriate type of response
could not be made.
3. Product (Service) Evaluation
Feedback on the product was also necessary to the maintenance of 
standards in the rooms division. The relationship of marketing to what 
is otherwise and operational problem is justified in setting the standards 
which are to be used, a case of matching the needs of the market*
A series of checklists were developed in conjunction with the 
general m&nagement of the hotel based on speculation and a kind of negative 
logic, (a  reasoning process along the lines "Guests in the hotel do not
expect slow service and dirty rooms, therefore they do expect  ..... ",
was used). No attempt was made within the checklist to define or. limit 
the use of words like 'polite', 'friendly*, courteous'. It was judged 
that perhaps the largest part of any social skill depended upon the ability 
to judge the effect of a communication on the receiver and therefore 
staff should be able to cope with varying 'standards' of politeness.
The constraints that existed in developing restaurant surveys still operated 
in this area, but it was felt that the difficulty of approaching the 
guests was even more severe and the initial assessment of service 
standards was to be undertaken internally
Pour checklists were developed
—  Switchboard and restaurant reservations; to be completed by the wives 
and friends of employees.
— Room reservations by telephone; also completed as above.
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Guest handling procedures for arrivals; which was used hy the duty 
manager to follow through some arrivals.
Guest visit; a much longer checklist which was to be given to company 
executives using the hotel and who were to be asked to sample the 
product extensively.
Due to the purchase of the hotel by another company only the first 
three lists were run. Instructions on what to look and ask for vrere 
provided to each participant and a set of ten samples of each were 
completed.
The results when summarised and presented to the management team 
indicated that telephone calls were handled well on the whole. However, 
the service aspect of room reservations, which management associated 
with any guest contact, were overlooked in the case of refused bookings. 
There was no attempt to upsell and no attempt to engender mutual 
referrals with other hotels. Actual reception procedures for guests were 
somewhat indifferent and the ideals set in the checklists were frequently 
not met.
The problems of using a checklist of this type are multiple.
In the marketing sense, what is really being sought is a movement 
within the life cycle of the product in relation to other marketing 
factors which affect its position. The resulting modifications usually 
aim to change the quality, function or style of the product in response 
to identified gaps in the market. Service was definitely thought to be 
an important part of the hotel’s product since its facilities and 
design had not been changed for some years, despite the extensive growth 
and improvements made by competitors. It was also one of the cheapest 
areas in which to effect imurovements.
The tiny sample examined by the checklists wo.s obviously insufficient
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to justify the risks associated with a, major change. They also seemed to 
demonstrate a major training need or perhaps just better communication 
of what was expected in the reception of guests. Yet the resources needed to 
undertake training or to write manuals were not available and,taken in 
conjunction with other elements of the problem - the difficulties of 
recruiting and adequately paying male receptionists, the success of a 
new important competitor - a decision was made to switch to female 
receptionists.
Interestingly enough,the new receptionists were extensively trained 
and highly paid at first. Over the course of the next two years no serious 
re-training was done and the relative advantage of the wage rates was 
eroded. It is estimated that the nature and standard of the reception 
procedures two years later was very close to that in 1971 when the 
checklist was run.
This experiment in product evaluation was not repeated. It was 
considered that the hotel was not in a position to make an appropriate 
response either internally or within the market. Product evaluation is 
probably more effective when the results can be compared to a set of 
documented procedures or built into an ongoing training programme. The 
content of these items must be related externally to the market and it 
was decided to deduce this content from the major marketing system, the 
guest history.
4. The Guest History - the internal market.
4*1. Introduction
The initial parts of the market information system had demonstrated 
the value-of re-representing available data in order to achieve a new 
concept of a problem. When such changes were made internally, a major 
step forward could be made relatively cheaply. Cost and effort appeared 
to be especially important to the acceptance of a new procedure. Marketing
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was seen by the management of the hotel as the conceptual side of selling 
in an industry which very much took the attitude of "don’t just stand 
there,do something". The act of collecting information was obviously 
going to be more successful if related to other activities more directly 
concerned with the running of the hotel.
It was clear however that the range of potential problems vrhich the 
hotel might face, and which would have their answer within the market, was 
large and the number of procedures necessary to provide for each one was 
equally large. The solution appeared to lie in drawing data into a central 
file which could be researched and put together in many different ways.
Such a file would be able to cope with a range of product and maintenance 
problems.
Each guest staying in the hotel was obliged to engage in some 
transactions between reservations — reception - cashiers during the course 
of his arrival, stay and departure which made this a good point at which to 
choose to collect this data, A summary glance at the information need 
profile for this area multiplied by the annual volume of visits (over 30,000) 
strongly suggested the need for mechanised data handling. However, in order 
to justify the costs associated with this type of system, the preliminary 
preparation for it attempted to offset the costs in other areas.
4.2, Preliminary Studies
A major proportion of mechanical data processing costs are concerned 
with encoding data in a way acceptable to the machine. If data preparation 
could be absorbed internally, both the apparent and actual running costs to 
the hotel would be reduced. There were several models of automatic 
typevjriter capable of producing a oomputer^compatible by-product and^during 
the early part of 1972^a study was undertaken to establish the case for the 
use of an automatic typewriter within the hotel.
The ostensible purpose of the study that was undertaken was to 
analyse the methods used in the banqueting and reservation departments, to 
determine "alternative ways to meet operational needs more efficiently 
through the better use of resources" and "to ensure that the information 
needed for marketing and profit planning" was collected by "methods that 
fitted easily within the workings of a department".
103 '
During the first two months of 1972 quite an extensive work study 
was made of the departments in question. Job descriptions and procedure 
manuals were considered, work and paper flow charts drawn and activity 
sampling was used to obtain a measure of the work load*
The recommendations of the study were presented in the form of a 
programme which was to be implemented in three stages. The plan centred 
round the concept of a v/ord-processing department based oh' the power of an’ 
automatic typewriter.
In stage one,the programme proposed to modify some form designs and 
shift the allocation of some tasks within the two departments. The aim 
being to eliminate duplication of effort and records, even out work loads 
and push tasks down to their lowest competent level. One additional clerk 
was to be employed in reservations,
Stage two included the installation of the automatic typewriter. The 
various criteria of noise, volume, flexibility, speed, by-products and cost 
were discussed and a recommendation made to install an IBM KT3T mark IV,
The olerical functions of both departments included letters and reports 
which were ideally suited to this kind of application, riThe machine was to 
be set up as a sub-department which would accept requisitioned work from 
several areas of the hotel (principally the two departments in question).
The effect of this would be to create time and manpower ••resources which 
were to be used in banqueting to maintain the procedures described in 
section one of this chapter (contact cards and cancellations analysis) and 
in reservations to update the existing guest history. Besides which both 
areas would benefit from the improvements in efficiency by having more time 
to devote to selling.
Finally, the now updated guest history records were to be transferred 
onto a computer first in the reservations/rooms division area then in .■ 
banqueting, ' By highlighting the inefficiency costs associated with the 
old system and by pointing out that it actually did not work at all,it was 
possible to show that the costs of the proposed system were not substantially 
greater than "bhose actually being carried.
The document therefore presented management with the possibility of(52)making what Drucker calls an effective decision,«effective because it is 
possible to carry it out. Despite its relatively long time span, stretching
10/
over about eighteen months, it was capable of producing visible results in 
the short term. It was accepted and adopted probably for that reason,with 
the intention of implementing phases one and two of the programme. However, 
by mid 1972 (May), the operational difficulties in working with the old 
guest history brought on a ’’crisis” associated with the problems of which 
business to refuse in periods of peak demand (as referred to in section one). 
This directly triggered the acceptance of the major premise of the guest 
history,
4»3* Modifying the Information Heed Profile
The concept of a pool of data which could be flexibly and cheaply 
re—represented to form a part of different types of problem meant involving 
all the major potential users within the system. This required some 
modifications to the need profiles, as the originals ho,d been derived, for 
isolated departments. It also ha.d a separate value in taking account of 
personnel changes since they were first developed and of invo&ving and 
obtaining the commit msnt of departments which were mainly to use the system. 
These included reservations, reception, sales, accounts, general management 
and of course marketing,» mentioned, last because it is an integral part of 
each of the others. A new information profile was developed and agreed,with 
the most frequent probable uses of the system in mind.
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4.4# The Existing Guest History
The idea of maintaining a filed record of guest visits to the hotel 
Was not new. Mainly due to a legal requirement that certain records must 
be maintained for one year after the date of departure, almost a31 hotels 
keep some form of guest history. Very few of them use these records in any 
way. The larger (and perhaps more professional) hotels within London, 
especially at the liucury or expensive end of the market,usually tried to 
use them as a refe3'‘ence for Individual guest preferences with the intention 
of meeting these preferences on each return visit.
Such systems, as in the Cosmopolitan , were invariably based on a 
manually maintained file of registration cards. These cards would contain 
almost exclusively the information that was strictly necessary to service the 
guest visit (name, address, account instructions etc.) and to meet legal 
requirements, Gosmopolitapi forms were incorporated into a very complex
10%
(and expensive) set of papers vdiicîx acted as a combined registration card 
and bill folio. The card stayed with the bill set until after guest departure 
when it was filed into an electric rotary filing cabinet. Cards contained 
space on the back so that a "master card" could be updated (data, transferred 
from subsequent visits on to that of the first, visit) and so that remarks 
or comments could be recorded.
The task of maintaining this procedure fell to reception. To do the 
job properly it was necessary for a (most junior) member of the evening . 
shift to spend up to three hours filing and updating the cards from each 
day's, average of seventy, departures. In practice the file was most 
inaccurate. The boring job of filing wa.s the worst job of the shift, 
accuracy was never checked and it was always badly done, Occassionally, 
students or trainees were employed to straighten it out or to file a back­
log but it could take up to one hour to find any given card and many cards 
were "lost". There was no procedure to collect and record remarks or 
comments and because of poor filing the master card system could not be 
used (it is doubtful if it would have been done anyx-ray). A calculation 
based on the new system some twelve months later brought to light an]'^?^ 
informal weeding procedure. Although the filing cabinet was supposed to 
hold cards, about two years'data, it actually held under 20,000, less
than one year's. A member of reception would therefore dump cards from 
time to time to make room and the selection procedures for dumped cards 
varied widely. In short, as a record system it was almost totally useless.
Only a handful of hotels could operate a better system. Those in 
the AeB.O.Group, four hotels with a world-wide reputation for great attention 
to personal detail, used a guest history department permanently staffed by 
three or four people. Their records were quite detailed but usually ran 
one to three days in arrears in the peak season and this severely labour- 
intensive system seemed bound to run into more trouble as the cost and 
difficulty of recruiting labour for these kind of low-grade clerical tasks 
increased. Grandoise Luxe Hotel, owned by Trust Houses Porte, with twice 
as many rooms as the Cosmopolitan , used a computer bureau to maintain an 
alphabetical register of all its guests. A document,produced monthly, over 
One thousand pages thick provided a one line printout on the name, address 
and visit details of each guest. Three full-time employees were used to 
prepare paper tape input and to extract details of previous visits from the 
output. This was certainly the best application within the city but 
unfortunately its scope was very limited. It had been "sold" to the front
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office (reservations/reception) manager of the hotel by a small computer 
bureau which had provided, a reliable but restricted and rigid system. 
Lack of internal direction meant that other departments of the hotel 
obtained no beneficial by-product from it whatsoever.
4»5* The Initial Specification
:■ The system to be developed was to output reports which would service
the following needs:—
a) "Servicing guests visits - identification of repeat users (known
guests), details of last visit and' 
special requirements.
b) Credit control
c) Sales control
d )  Marketing planning
— information to cashiers and accounts to 
monitor bill payment and credit status.
— measures of utilisation by organised 
segments of the market (as in the company 
contact cards).
— profile analyses of current users.
There would be spin off from each of these reports which would 
provide useful data for purposes other than those directly mentioned.
For example, a list of guest visits would provide the accounts department 
with a cross index of their own records which were filed by departure date 
rather than alphabetical order, a list of organisation users would 
provide a basis for discounting (volume related).
A procedure was envisaged to collect and process data:-
(1) Guest reservation rack slip (reservations) registration card
(reception, cashiers)
(2) Guest history clerk automatic typewriter prepares data input
(3 ) Computer bureau processes input and produces reports
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Thus data is accumulated on to one record. The rack slip, used to 
note reservation details, was attached to the registration card on which the 
guest, reception and cashiers would add data. On departure, this card would 
pass to the clerk (this is the new clerk mentioned in the work study report) 
who would check it for gaps and for accuracy and encode it on the automatic 
typewriter. Magnetic tapes from this machine would he sent to the bureau 
at weekly intervals which would provide for further editing and correction
■J.0
of data. Guest bank details were to be encoded and dispatched separately. 
Finally, the bureau was to produce three reports at monthly intervals, to 
cover items (a), (b), (c) and (d). Report (b) was to be developed later.
In general, the approach to the system was to remain very flexible.
It was to be capable of accepting input in the form of punched card, tape or 
magnetic tape and wo.s to output on either paper or microfilm, Similarly; it 
was intended to specify in more detail a design which would be capable of 
extension and modification as work progressed.
The use of computer output on microfilm was fairly new at the time 
and it caused some difficulties in locating bureaux or devising procedures 
able to deal with it. However it was quite central to the system concept. 
Use of an indexed microfiche containing nearly 6,000 entries would vastly 
increase the speed at which a single guest name could be found. It was 
apparent that a printout the si^e of a telephone book was not only slower 
to use but was also likely to become torn and dishevelled with use. In 
addition,microfiche helped to protect the security of the data (it can only 
be read through a machine) and although more durable in general, it lends 
itself more conveniently to destruction than^hundreds of sheets of paper,
A specification wns prepared (see appendix) which included a list of 
the input data and the master file data with the field sises to be allocated 
to each. A flow chart was provided as a basis for discussion,with a. 
statement that programmes were to be short and simple to allow for easy 
amendment. An amount of spare capacity for each input record v;as allowed. 
Outputs were specified in the form of three main reports as 
■ the'guest history (on microfiche) 
the organisation report 
the profile report
a requirement for guest bank details for the accounts department was 
allowed for but temporarily disregarded,due to the extra initial difficulty 
of setting up a slightly different work flow for it. The specification 
described the manner in which quotations were to be submitted and provided 
a timetable for the development and installation of the system. Tenders 
were requested from five bureaux.
As a tender document for work of this nature, it is considered that a 
layout of the kind shown may be of intent to companies setting up small 
systems of this type and could easily be copied. It has the advantages of
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helping the prospective user." think his requirements through while requiring 
only a very limited amount of specialist skills in its preparation. At the 
same time it obliges computer bureaux to apply their extensive skills and 
facilities to meet the clients' needs. Computer applications in the hotel 
industry, particularly for specialist hotel systems, are very few. The 
initiative for any developments in this area usually comes from a bureau or 
a hardware manufacturer anxious to exploit an extremely large potential 
market. They usually produce a so-called package programme written in a 
Way that will almost meet the needs of many different companies. Thus the 
development cost can be shared and so reduced to individual users. Most of 
these packages relate to accounting matters which have elements of similarity 
in several industries.
The real price of a. package is that it can not meet the needs of any
single specific user who must compromise his own operating procedures in
order to meet the requirements of the package, A developmentbeyond the terms 
of reference of the package is usually very expensive', it therefore has 
hidden inefficiency costs which are not present in the usual make or buy 
decision.
An initial specification in this form can and perhaps should be used 
when a company without an internal electronic data processing facility and 
therefore without specialist skills is condering such an application. It 
can test this specification either against individual quotations or ag.i'inst 
package systems that are oroposed. In the event, proposals were received 
which offered a wide ran.ge of both development and of operating costs. It
would have been possible to pay over twice as much as outlined by the
proposal which was finally accepted (;;hich w.as not the lowest priced but the 
system which most nearly met tîie specification). It should be noted that 
considerations of reliability, continuity and security must also be taken 
into account,
4,6, The Detailed Specification
A proposal was accepted from AGB Computer Services Ltd., -and a 
detailed specification developed in conjunction with their system analyst.
In fact three sets of specifications were developed as the requirements of 
the system :were refined until a final sixty-page document was agreed. A 
shorter but adequate system description,including a summary of this document, 
was included in section five of the guest history user manual.
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Elements of this specification which may be of value to the development of
similar systems are;
a) Guest identification; the problem was to use enough data to reliably and 
accurately locate each guest record but not so much data that it would be 
difficult to collect repeatedly or would be subject to change. Surname, 
first initial and city of residence were chosen as the usual way of 
identifying most guests. However a list of common surnames was made up
V (there were twenty.one names listed oh four pages or more of the Greater 
London telephone directory) and where one of these occurred,company 
affiliation and passport nuraber were also used as identifiers.
b) Action directors: an action director is an instruction to the computer on 
how to treat the data which it accompanies. Only four would normally be 
required V= visit, which indicates that the record should be processed 
through the complete cycle of operations. I = insert data into the spaces
: -lindi'Gdted, D z, delete all data on this record from the file (notej all
the identification data is needed to locate a record to be deleted and
cha.nges to the actual locator fields themselves - surname, first initial
etc, - can only be made through a deletion and insertion), A = amend theotherrecord as indicated and change all theydata on the record to blank,
c) Input Records: only three input records were required. The most important 
of these is the guest visit record which is normally used to feed in 
visit details. Once the system has accepted a correct record it extracts 
from it the data needed to produce regular organisation or profile reports. 
That is, it produces these reports on a monthly basis from each month’s 
transactions. Action directors used with these visit records can also
be used to change things on the guest master file itself (each month’s 
details are added ou to a master file)
A master file is also produced from each addition to the organisation 
. report, A seperate input record is necessary to change this file directly 
and to add information that would not be collected at the time of the 
guest’s visit (company telephone number, industry details, salesman’s 
initial). For the same reasons e, separate input record is used for 
guest bank details,
d) Editing: this is a job which the machine will do to pick out incorrect 
records. Edits usually ensure that pieces of data are in the right place,
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thé right form .and the right sise i.e. a city name is line two 6f the 
address, it is not more than twelve characters long and must he made up 
of letters only. An edit can also check the kind of data used. In the 
guest history described^edit checks ensured,for example,that arrival date 
lêëfe departure date was equal to the number of nights stayed, that the 
number of nights times the room rate less the discount was not greater 
than the spend. It should be noted that e. balance must be struck between
reliable information : and very stringent editing which will lead to the
rejection of a higher number of records. The correction and resubmission 
of such records is expensive,
e) Controls; these both tell the computer what to do (e,g. a control
instruction tells it to print on to paper or microfiche) and tells the 
user what it has done. Besides recording the number of records processed
i. and amended (which is necessary to ensure that no input data has been
lost) control reports were used to list the names of each new organisation 
record a.nd to provide security within the system itself, A report was 
made on each record deleted (useful not only to re—insert mis-deletions 
but also to provide lists of names when the system was purged) and on 
each change to o, commission payable marker, a cheque-cashing facility 
marker and to remarks information. The latter could not be accidently 
overwritten by a visit record, a special insertion was necessary so that 
an important remark was not replaced by^  say,a note to provide complimentary 
chocolates,
f) System validation; it is useful to incorporate some kind of cross check 
within a system of this type to monitor its accuracy. The guest history 
could be checked against the accounting system by comparing total visits 
and total rooms revenue each month. The comparison of revenue is 
particularly useful but a reconciliation may be necessary to adjust 
imusual elements within the accounts e.g. service charges may be offset 
against payroll or discounts "charged” to sales etc,
g) Codes: much of the data input will be in Code form because it is cheaper 
•: in general to process a small amount of data than a large one. Again a
balance must be struck between efficiency and comprehension. Codes 
should usually be chosen so that they can "bo made sense of” without 
recourse to a manual, A problem was encountered with' input for which 
codes constantly had to be generated e.g. only 12 characters were allowed 
for organisation names and a set of decision rules was created to control
13.4.
their invention,
h) Creating a new organisation file: a new organisation could he created in 
three ways. ^Principally this occurred when the organisation used the hotel 
for the first time, hut there were two opportunities on tlie input record
to note organisation names in order to provide for cases where one 
organisation acted as agent for another. In such instances the volume data 
would he recorded on two separate files. Although this distorted the 
level of business recorded it was felt that each organisation, as a 
decision influencer, had value to the marketing effort, and that a measure 
of its importance should he recorded.
Organisation names were in two sections, a name and a sub-division name 
e.g. Coca-Cola (nameResearch (sub-division). Each sub-division caused 
the creation of a new file again because in terms of the market, divisions 
of a major company could behave as if they were independent. This facility 
proved particularly useful in the case of representative sales agencies 
which could channel business from many sources. In order to be able to 
assess the value of main organisations only,a separate programme option 
was written which would "roll up" (summate) the business from such sub­
divisions and print a single entry against the main name.
i) Reports: the restrictions on space imposed further modifications on the 
information need profile and outputs were tailored to provide only 
directly usable information. Credit control was to be excercisèd by 
using remarks, previous payment method and a single digit code to indicate 
status, A full address which could easily be traced in other records, 
using the guest history .a® an.' index, was not shovm.-,
4.7. The Pile Set Up
Due to the huge inaccuracies of the previous system^it was considered
that it had little to offer ini the way of continuity. It was therefore 
proposed merely to switch from the old to the new procedure without trans— 
ferring any of the old records. This decision was over-ruled by the general
manager and two separate programmes were written to write the set up data
directly on the guest and the organisation master files, A temporary work 
force was employed to complete the specially designed input forms.
Organisation data was taken directly from the company contact cards 
and "diere vas little difficulty in its collection. During the transfer of
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guest data,further weaknesses of the old system were revealed. It was 
ohosen to transfer data only on guests who had visited on more than one 
occasion and who therefore might expect to he recognised. Details of name, 
address, company, nationality, last visit details, total-to-date visit 
details, credit rating, status and remarks were to he used,
Mis-filing obviously caused difficulties in the actual identification 
of repeat guests as there was no way of knowing^yy^additional cards did not 
exist in other parts of the file. Rack slips, which contained some visit 
details, remarks information and a typed (therefore legible) spelling of the 
name were often torn off as the cards had been rammed into the file. The 
collection of credit data was even more haphazard. The credit controller in 
accounts and the cashiers working in the lobby had different lists of the 
various credit ratings. Due to the lack of a formal procedure between the 
two areas*cashiers had compiled their own card index of guests likely to 
request credit and assigned their own rating system. It was found that this 
index often did not Contain the minimum data required by the new system to 
identify a guest. In one instance the same surname alone referred to two 
guests^one of whom was allowed extensive credit and the other was allowed 
none at all.
The importance of these errors is not to do with how and why they 
existed. It lies in the fact that they were not perceived to exist at all. 
There was no way of examining a file of 20,000 or more cards to determine 
the extent of mis-filing or lost data, there was no way of picking out an 
informal or inefficient procedure to control credit; partly because the 
sheer size of the task precluded its inclusion in normal operating procedures 
and partly because there were no maintenance procedures to evaluate purely 
internal systems. In fact there were additional separate inaccuracies 
within the accounting records that were discovered later, during the variance 
analysis described in chapter seven. Thusjboth these important data centres 
which were being used to support marketing decisions severely mis-represented 
the situation. Such a mis-representation is serious only to the extent that 
it is unîoiown. That is to say that a degree of inaccuracy is not itself 
important to decision-making within the hotel. Indeed,in certain decision- 
areaspit is expected and implicitly planned for (both these systems ("-accounts 
and guest historycould have been improved given more resources). However, 
where its presence or extent is not known^it cannot form-a part of the problem­
solving., process of which it should be a part.
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4*0, Implementation
The system was implemented in mid September 1972, two and a half 
months after the date of its formal approval. The pressure for such ,a 
rapid development h-ad come,interestingly enough,from the General Manager of 
the hotel,
A summary instruction manual was produced ( condensed from the user 
manual) and distributed to assistant managers, reception, reservations, 
cashiers and accounts, Each department was given a short lecture on the 
workings of the system and the use of the microfiche readers was demonstrated. 
The sales and rooms division managers were given an explanation of each of the 
two report formats.
It was intended to input each new guest departure from the first of 
September to the new system but to continue to file registration cards in 
the old manner until December i,e, a three-month period of dual operation 
would be used to provide continuity and provide a back up in case of 
unforseen problems. In fact^the old system was phased out much more rapidly 
by the reception staff and was no longer used after about six weeks,
However, acceptance of the change was not as complete as this might
suggest. It took over a year for the sales and rooms division managers to
understand and use the profile and organisation reports. The rapid demise of
the old guest history was mainly due to the difficulties of its upkeep. The
cashiers, who seenied' to mistrust the microfiche reader, were never to make 
any use of the system.
It was most easily accepted by the accounts office, Faits of their 
records were already stored on microfilm and so they were familiar with the 
use of readers and with the idea of using filmed data. Reservations could 
not initially accept the medium and were inclined to ring accounts for 
assistance. The front office manager continued to maintain a "daily 
nationalities book" and required a direct confirmation that it wa.s no longer 
needed, despite the fact that the analysis of the previous year was the 
first time it had been used for at least three yeeu's,
4,9. Input Developments
The use of magnetic tape from an automatic typewiter, particularly 
from an IBM typewriter to a Honeywell computer, presented technical problems
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of a different order to those associated with the implementation of the 
guest history. It was decided to solve these separately and to begin the 
system using a punch card input.
This had several advantages. Technically it was a familiar and well 
tried system of input and therefore was easy for the computer bureaux to 
work vrith. For the hotel it simplified the problem of training a clerk to 
complete a complex form^ since it was completed by hand^then sent o.way for 
punching, A guest visit required a set of five cards per record and each of 
the other inputs required multiple cards. Three forms were designed each of 
vdiich represented a complete record and these were colour coded to distinguish 
the guest visit, organisation master file and bank details records.
Card input also greatly simplified error correction. An incorrect 
guest visit record wo.s printed out as five lines (one line per card) and the 
error line indicated, whioh made it easier for the clerk to locate and 
correct the error. îîowever the method was laborious, slow and expensive. 
Delays (and errors) occurred in getting records punched into cards.
After six months it was decided to change the input method. It 
transpired however, that IBM had, in a change of marketing policy, made it 
almost impossible to use their typewriter for this purpose. Some delay w,-.s 
caused as their machine was replaced wi th a Dataplex 1000, This was an 
automatic typewriter whi oh used magnetic card as a recording medium, the use 
of whi'ch was ordered by a "mini-computer". This computer in turn had to be 
programmed and new input forms were designed to control the format of data 
which was recorded on the magnetic cards. As a separate operation^the data 
vras then punched on to paper tape by a punch linked to and'vcontrblled by the 
typewriter. The hotel then posted this tape direct to the bureaux:.
The method did complicate error correction. A separate listing was 
provided of errors made in the preparation of the tape (and which were 
therefore not accepted as input) and those made in the accepted input.A cost 
reducti on, however J v:as achieved and this procedure was used foi' several 
months.
Increased difficulty was also being found in maintaining accurate 
lists of the codes used for each new organisation. As the size of the master 
file grew, the manually kept list of codes already in use became more 
unwieldy. A second hotel wo,s introduced on to the system and it proved
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impossible to ensure that each hotel was using the same set of codes 
(essential if cross comparisons were to bo made). Since it was also planned 
to introduce further hotels (four*located in the U.S.A.) a scheme was 
negotiated with the computer bureaux to take over data preparation completely. 
By centralising this task it would be possible to take advantage of econornieB 
of scale, reduce unit costs as volume increased and to develop a more 
sophisticated method of maintaining this register of names accurately. It 
also had the final advantage, in the short term, of removing the need to 
manage a skill unrelated to the general running of the hotel. Thus data 
preparation direct from registration cards was taken over by AGB in November
1973.
4.10. System Maintenance
i) Form Design:- a major advantage of a .specially developed system is that 
it imposes the least strain on existing procedures. Any transition or 
development that is required can be phased in at a pace tolerable to the 
needs of the organisation. The combined bill set and registration folic 
used by the i Cosmopolitan had been printed in stocks adequate for over a 
year. It was necessary as well as desireable that no changes were to be 
made in this form design, A reprint of the registration card in 1973 was 
designed mainly by the rooms division, manager of the hotel. By building on 
the information requirements of the guest history,he was able to simplify 
and improve the appearance of the form and to cheapen the costs of its 
production. An example of the present registration form is shovm in the 
appendix,
ii) File Maintenance:- the procedures for file maintenance were detailed 
in the user manual. Duplicate or multiple entries could be caused through 
errors (mis-spelling, mis-punching), a change in the actual data relating to 
a guest (if a guest changed his city of residence) or by creating a new code 
for ancexisting organisation name. Each month the level of duplications 
should be controlled. It was found necessary, particularly in the first 
year of the system’s existence, to use a temporsj^ '-worker on two separate 
occasions to eliminate the high level of errors associated wi th learning
a new job,
A special problem wi th duplicate entries was their effect on the 
credibility of the system. As already observed a high degree of in-accuracy 
was tolerated under the old crocedures because it was not observed. It is
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considered that even in the first few months of its operation the^system 
provided the hotel with "better" information, in the sense that it was able 
to represent the market more accurately, but errors and deficiencies were 
highlighted for the first time. Closely duplicated names were juxtaposed on 
the print-out and gaps in data input showed as "don’t knows" or "unknowns" 
in profile reports, hliere two registration card.s filed 8 inch apart could 
not be pinpointed, two names,one under the other, quickly attracted the eye.
Errors in the system do detract from its utility. They were used by 
the sales department as a reason for rejecting reports. The credibility 
gap was gradually eliminated as the system "proved itself" and the error 
level fell considerably as the guest history clerk trained herself, particularly 
as, owing no loyalty to the reservations/reception group, she was disposed 
to challenge poorly completed forms, A "noi’mal" error level became accepted. 
VJhile a known level of inaccuracy is probably less comfortable than a 
forgotten level of inaccuracies, it does provide a better basis on which to 
plan. The quality of any such plans or decisions however is a direct function 
of the information on which they are based and a continuous effort was made 
to upgrade the quality of the data input,
4.11. Use of Initial Report Information
Examples of the printer layouts (report formats) are shov?n below 
in the appendix. The nature of the control listings has not been
changed since the system started. They provide a useful record of the level 
of business and can be used to calculate the level of repeat business.
A valuable facility in the organisation report controls is the '' •
listing of new users.
An edit listing is produced each time data is fed into the computer.
It is used to ensure that all the data in the batch has been processed and 
to monitor the accuracy of data preparation. Rejected data at the end of 
each month was held over for re—submission the following month-so that the 
entire processing cycle was not delayed. As the level of errors stabilised 
this became a constant factor which did not affect the results.
The guest removal option was exorcised by means of a control card.
Unless the record was specifically marked, each guest record was automatically 
tagged wi th a code \/hich enabled it to be removed two years after the
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date of the last visit. This code was variable and could operate on a, 
combination of times and room nights so that high volume users could be left 
on file. The obvious purpose of this code wo,s to control the size of the 
files. It was necessary only on the guest file; or.^ anisation records wore 
kept on a rolling,historical,two-year basis. It was intended that the print­
out from the removed guests file be used as the b&sis of direct promotions 
(though this was never done); the la.yout is shown in sample (e); similarly 
sample (d) shows the list of changes made in the "secure" fields described'’ 
in paragraph /1.6,
The guest history microfiche layout has also remained fixed, sample (h). 
The report is intended to provide information to service the daily operational 
requirements of guest contact staff. The first block of data identifies the 
guest and provides details of his co.mpany affiliation, A marker to show that 
he was accompanied on his last visit helps to explain his previous room 
allocation. A ’C  after company affiliation indicates that the reservation 
was made by a commissi enable source. Last visit details are oJso of hel'p to 
reception in allocating a room on the next stay and perhaps providing on 
aide mémoire on this particular guest. The discount column is intended for 
the use of the reservations manager. The guests status (importance to the 
hotel) is measured by the total-to-date block of visits, nights and spend 
(which is used in making accept/regret decision ) and by any comments under 
remarks. The actual status column is used to differentiate V,I,P.’s and 
group members from other individual guests. Cashiers are interested in the 
previous payment method (so that credit cord limits con be checked),remarks 
and the cheque cashing facility marker, also shown as a C on the right hand 
side of the fiche.
Six sets of fiche were supplied to the hotel each month. Three
readers were available to each of reservations, cashiers o.nd accounts. It
was intended to provide an additional reader to reception after a period, and 
to provide duty managers wi th their ovni set of fiche,since they could be 
called to solve a guest problem (most frequently to do with a reservation 
or a bill) in any area. The sixth set of fiche acted as spare.
The organisation report v;as subjected to a number of changes. The
basic report format is available in two versions. Sample (i) shows the 
monthly report format. The information is in four blocks. The identification 
of the organisation and its industry group is followed by its visit details 
in the current year - this month, the last three, the previous three and the
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last twenty-four. Block three provides identical information for the same 
period last year and finally,certain percentages are calculated between 
these two and shown in the last column. Various rankings can also be applied
to this layout ; alphabetical; ranked on visitsj nights or spend this year or
for the last two-year total of these factors.
The purpose of the report was to provide the sales group with a
constant monitor of the organised segment of the market of the type intended 
by the company contact cards,. Major users, new and declining users can be 
easily identified. Sales call patterns can be ohanged^and their effectiveness 
checked.
In order to facilitate a more complete integration between the records 
and control of sales and their effect within the market of the hotel, space 
was provided on the organisation master record (sample j) to permit the 
(separate) inclusion of sales-related information. The full name, address 
and telephone number, industry group and geographical area (for selected 
promotions), salesman’s initials, contact names and the number of sales calls 
made in each month. This facility has not yet been used but a manual 
procedure, describe in chapter Vlll has been implemented as a first step in 
monitoring sales performance and re-representing sales data so that measures 
of effectiveness can be derived.
Sample (l) is merely an index to the list of codes and organisation 
names that were being used. It was written shortly before the addition of 
a second hotel to the system in order to assist the maintenance of standard 
codes and was intended to be produced quarterly,
A profile report format is shown in sample (k). This layout, with 
eighteen columns across the page, cross analysed by the items listed dovm 
the page, must be attributed to a suite of survey programmes developed and 
ovjned by AGB Computer Services Ltd. As a research company AGB was- possessed 
of a number of programmes capable of analysing survey data and three of 
these were modified to suit the needs of the guest history format.
The system is set to produce fifty profiles and these are listed in 
section 2,2, of the user manual. Three main sets of column heading are used; 
geographical.:by' icyorld region, geographical bÿ- clty and guest profile (by 
status, sex, age, occupation and trip purpose). Different kinds of analysis 
are set against these for all guests in the current month. Some averages are
' ; 12 2
also calculated in the profile set.
As in the sample shown, each table contains a brief explanation 
on its us% at the bottom of the page, Oocassionally,cross-references are 
made to other tables. In fact, by using combinations of tables^ery searching 
post mortem on the current market may be conducted. The age groupings of 
arrivals on Wednesdays or the average spend of East Africans is not data 
likely to be of great significance to the marketing pl^ns of the Cosmopolitan 
hotel - in general. But the profiles do present information in a w ay that 
lends itself to easy re—representation; it can be reassembled to solve problems 
that are not constantly present.
4*12« Acceptance of Change and System Development
a) The Microfiche (alphabetical guest history)
Early in 1973, five months, after the system was introduced,a procedure 
was developed within the reservations department to extract some guest history 
data and to note it on the list of expected arrivals for the following day.
The arrivals list was changed to provide space to include previous visit 
details, credit rating and remarks. Initially the new procedure was 
"forgotten" as soon as the department came under pressure. A guest record of 
this type had no direct value to them. It survived first because it was 
supported by the assistant general manager of the hotel, and second because 
Over time it proved to have a value. The amount of data noted on each 
arrivals sheet built up. During peak business months the reliability of the 
data was proved in the management of the department and in the provision of 
Services to guests. By early 1974 around of expected arrivals had a 
guest history.
Difficulties were always experienced in the collection of remarks 
information, A guest could make a comment about his visit to a large number 
of staff at any time during or after his stay. It was originally hoped that 
this would be noted by the rooms division manager on the registration cards. 
This routine did not survive and so a procedure was developed (section 4»2, of 
the user manual) to use his secretary as a co-ordinator for the data. Again 
this failed, probably due to changes in the management of the division.
Such data does have a value to the level of service which the hotel can offer 
and in early 1974 an attempt was made to re-institute the procedure.
More severe difficulties were experienced in using the fiche as a 
Credit control tool. Despite a procedure to allow the credit controller to
insert datacnto* the fiche (section 4«2c) this was only used once, in
November 1972» one month after the system really began. The cashiers never microficheGôcepted the . j  in any way though they were prepared to use the data on 
the arrivals list. These difficulties were part of wider organisational and 
procedural problems within the accounting area which continued to deteriorate 
duning 1973» Although control of credit in rooms division alone would not 
prevent losses in food and beverage areas, rooms division generated around 
855" of the hotel’s revenue and accounted for the bulk of (uncolleotable) debt. 
An external business systems specialist brought into the hotel in early 1974 
as a result of a major problem with outstanding debt was to rediscover and 
recommend the use of guest history for credit control. This point aside, the 
fiche were continuously used by accounts as an index to their own records 
and to check commission payments*
b) Standard Monthly Processing
Pour months after its implementationja standard monthly set of reports 
was established for the system (see section 1,1, of the user manual). One 
reason for this was to limit the number of profiles being produced. During 
this period the entire set of profiles had been produced in order to test 
the collection and processing of data. The other more important reason was 
to facilitate the introduction of an instruction sheet which could be used 
by the hotel to control the content of this standard. It also acted as a 
reminder as to the various options that could be exceroised (a change of 
ranking of the organisation report, production of an organisation index or 
master file report, use of the guest removal option or a print of the guest 
history on paper as opposed to microfiche). The object of the instruction 
sheet was to encourage managers to change the system and by doing so, to 
control it. Although the sheet itself was never used, its premise proved to 
be accurate,and the growing acceptance of the system was marked by an 
increasing propensity to add bits to it,
c) The Organisation Report
The main use of the organisation report had been envisaged as a sales 
tool. For the first time, probably in any hotel, it was possible to identify 
the immediate effect of any particular sales activity or to isolate the trend 
of business ôf any organisation. The data was not used by the sales department 
for nearly eighteen months*
Due to a lack of direction in the sales area no clear objectives were 
set, other than an ill-defined overall goal to maximise revenue. Sales also
lacked a reliable internal procedure to monitor the progress of their own 
efforts i.e. they were unable to say whether or not a given group of 
organisations had been called on during any particular month, A control 
procedure for sales was designed in early 1973 and introduced to the 
Hotel in June of that year (as described in chapter IX ), In March, an 
analysis of the complete guest history data bank (see chapter Vlll)led to the 
first development of b. strategic marketing policy, whi oh was supported 
initially only by the sales trace and control procedures.
However, these procedures could not isolate the overall business 
pattern whi oh was being achieved. Nor could the organisation report in its 
present form* Thus the summary report format, shown overleaf, was requested 
by the group marketing and planning manager. The purpose of the format, which 
was introduced in September 1973» was to show both the current and overall 
business mix between organisation types and to indicate the level of repeat 
usage. It was intended that these reports be supplemented at quarterly 
intervals with a full report. The introduction of the summary both made the 
interpretation of the reports easier for the sales group and reduced the 
monthly production costs of the system. Some additional light was also shed 
on the possible reasons for initial difficulties with these reports. As an 
additional aid to the maintenance of business from repeat high volume users, 
a procedure was introduced with the summary reports to enable key accounts 
to be identified within the system. An exception report would be provided 
with each monthly summary to list key accounts (major users) that had not 
sent business within the current month. The sales group itself was to set up 
the list of major users, completing the input forms on the basis of an organ­
isation report ranking and on its own assessments. This has not been used 
to date,probably because it is seen as a source of condemnation by sales; 
they might feel that it would be used as a weapon against them (sample l),
To some extent this is indeed likely to happen where^as in the hotel, 
the organisation climate is not mutually supportive. One source of pressure 
on sales is the rooms division itself which found the same value in 
organisation reports as it did for the company contact cards. It was therefore 
rooms division who switched the ranking order in August 1973 from ’room 
nights this month’ - a sales orientated representation - to a strict alphabetical 
listing — more useful for accessing organisations by name.
Difficulties in the organisation structure, which set up a situation 
of potential conflict between rooms divisiomand sales were therefore
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reflected from the information system. These reports were generated from 
data..collected by rooms and were seen as * their* reports. Rooms division 
managers became more accustomed to handling the reports, more familiar 
with their interpretation and were dependent on them to produce plans.
They were therefore more inclined to fall back on them to seek explanations 
Or interpret hotel performance,
d) Miscellaneous Reports
The familiarity and confidence in using the system was also 
developed in rooms divivsion becauseof changes and additions that were 
introduced into the system. Indeed, it was perhaps these •’coups de theatre” 
that set the seal on its survival.
As the result of a major robbery in March 1973, it was necessary 
to produce lists of the occupants of a certain room over the last six months 
and a list of guests within the hotel ona'oertain day. Both these lists 
would have been extremely difficult to compile using the data normally 
available within the hotel. Hotel procedures are set up to deal only 
with movements (arrivals and departures). Two small programmes were 
produced to write these lists from the guest history data.
This impact was compounded in May by a report on high volume users 
(individuals) which acted as the basis of a series of notes for a change 
of general manager. Problems in locating guest addresses were resolved 
later that year by an additional printout. In early 1974 (May), the 
first modification for sales promotion purposes produced a list of users 
Sorted by geographical area and by period of use.
In some respects, a piecemeal development of this kind is not the 
most efficient way to develop the system. It is certainly more expensive 
than an overall programme which will interrogate and select data from 
the file. This would facilitate re-representation of data by specifying 
the parameters of the search and about half the cost of such a programme 
has been spent to produce programmes which are fixed and limited in their 
content. However, the importance of the changes that took place is that 
they were initiated from the line management of the hotel and marked an 
increasing ownership and acceptance of the system. They also measured 
the limits of the amount of information that could be accepted.
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o) The Profile Reports
Information overload had been shown to be a problem with the 
organisation reports; it was yet more of a problem for the. profile 
reports. Despite a reduction in their number from 50 to 25, each report 
Contained, in some respects, too much information. Each line of each page 
Carried 18 messages and some pages held over 20 lines.
In an attempt to help interpretation, a set of hand-produced tables
Was made up that extracted data from ten of the profiles. These noted
only the total columns'on the left hand side of each page and were chosen 
to represent the usual conditions which the hotel would have to monitor.
It was intended that these tables should be charted on a monthly basis so 
that trends or changes in trend might be picked out.
No formal training was given to develop skill in the use of either 
the organisation or profile reports and this was a defniifce weakness in the
the way in which the system was implemented,
f) Development of Related Uses
Probably the lack of formal training and the way in which the 
complexity of the data was underestimated restricted the spread of its 
nse into apparently unrelated areas. For example, in their present form, 
Profile reports provide data directly relevant to (say)
i) planned maintenance (room usage by room) - maintenance could be 
directly related to the number of times that a room is 
occupied,
ii) shift planning (arrival/departure by day of week) - work force 
can be matched to work load,
iii) facilities mix (room use by type) - the actual demand for room
types can be used as.a basis for pricing and for extensions
iv) cash flow regulation (payment method) - management of the way in 
which bills are paid and negotiation of commissions paid 
to credit cards,
A more creative approach opens up further examples. Room usage by 
room is a measure of the way in which the hotel is filled. At peak.' 
occupancy a delicate balance is required between this and the servicing
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of newly vacant rooms. Handled well, this logistics exercise could both 
reduce the pressure on housekeeping and maximise revenue (by not being 
Obliged to let a twin as a single etc.)
An additional analysis could be commissioned to examine the true 
discount factor allowed against revenue (any sale of a room below its 
maximum selling price), the fall-off between rooms requested and those 
sold, the actual time of day of arrivals and departures. The entire 
sales effort could be monitored in relation to its performance in the 
market.
New input data could be added to the system and demand patterns, their 
build-up and fluctuations could be monitored and indeed linJced to a model 
of the market which would be used within the planning process, Extended 
to banqueting, business could be cross referred between the two major 
revenue departments of the hotel i.e. an organisation using one could be 
sold to the other.
Clearly the limits of even the existing system are not yet reached 
a-nd those limits are only constrained by the search for orders and for 
the elements of the problem. By changing the way in which problems are 
represented, managers will also seek to change the way in which they are 
solved. Given a new technique for doing this, time is required both to 
perceive that a change has taken place (by trying to use the new represent­
ation to solve existing problems) and to perceive that it can be used to seek 
out and solve new problems. It is apparent that developments in the 
information system were absorbed only slowly, mainly in response to 
Outside pressures (a robbery, a change of manager, a period of surplus 
demand). Teaching (a training programme) may have accelerated learning and 
acceptance, though it may also have diminished the sense of ownership and 
commitment,
4 .13, Introduction of the System into Another Hotel
the parent company
In March 1973; / opened a second Ü.K, hotel at Heathrow Airport,
With seven hundred rooms it had almost three times the capacity of the 
Cosmopolitan* It was intended to introduce and use an identical guest 
history procedure for thes unit, which was to prepare and submit data 
in the form of punched paper tape as the Cosmopolitan was doing at that 
time. A combination of factors created a large number of problems in the
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opening of the hotel. The construction programme ran behind schedule, a 
lack of expertioe within the company coupled with an overt policy of 
decentralisation led to confusion in the roles and functions of personnel.
Despite its novelty and complexity, no opportunity was presented to 
provide formal training in the use of the guest history and, more 
important, there were rais-perceptions about its role in relation to the 
hotel's market. The system was seem as am imposition from central office 
which, because of decentralisation, could be resisted. Although occupancies 
(volumes) were only equal to, or less than, those of the Cosmopolitan , 
da.te preparation fell badly behind. Eventually, after six months, the 
system was discontinued after .the General Manager * s.refusal to operate it.
It is difficult to assess the performance and relevance of the 
system in isolation. The attitude and abilities of the management staff 
did not match the company's requirements. Management turnover began three 
months after the hotel opened and within one year the entire team had 
been replaced in every single area and only one departure was voluntary.
There were several other changes in organisation structure. Poor 
leadership and low morale led to failures in almost all (notably 
accounting and control systems) information and operating procedures. In 
January 1974 the company had to begin to reconstruct the hotel's 
Operation,
During the latter part of 1973, indeed shortly after its discontinuation, 
guest history data formed the only internal information on which the 
planning of the rooms division could be based. It was apparent that the 
profile and organisation reports remained equally valid both for a new 
and for a much larger hotel. However, what was not recognised were the 
special characteristics of this market - high volume and short length of 
stay, A transient hotel of that nature had a relatively low level of 
individual repeat use and as occupancies increased, the data preparation 
work load would certainly exceed a level three times that of the Cosmopol­
itan ' with a proportionate effect on system costs. This would not be 
justified in terms of the personal attention to individualsthat was (a 
very small) part of the product,
was
It / planned to re-introduce the guest history system into the ^washotel in the latter part of 1974 because it / now required as a basic 
component of the planning effort and because without it, the difficulties
*This took place in August 1974»
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of measuring the performance of the sales effort are considerable. To 
make it workable, the size and nature of the input will have to be 
modified and it is envisaged that this will take two possible forms. The 
organisation record (modified to include data needed to operate the profiles) 
can be used to input details of departures; alternatively, a shortened 
version of the existing visit record can be used (so that some personalised 
serviced can be provided) with a separate additional input record on which 
group departures can be encoded in summary form.
4,14» Costs
Table 4*14, A Sohedr^e of Development and Operating Costs
(a)Development Costs 
Systems development 
by the bureau 2,200
Set up costs (in hotel) 75O 
Additional developments
- data base analysis
- organisation summaries 1,250
Grand Total £4,200
(b)Operating Costs (Approximate)
Data Preparation
Stationery 100
Postage 60
Punch Cards I40
Punching 3.600
Total
Computer processing■1,680 
Output Stationery 240
Total
Grand Total £ 5,820
3,900
1,920,
'^actual operating cost depends on size of monthly input and size of master files
It is more expensive than the previous system, though comparisons 
are difficult. The old system cost £1,500 to set up (purchase of cards 
and electric filing cabinet) and the work study analysis estimated its 
annual operating cost at £850 (which included a figure for employee 
time spent looking for cards). On the other hand, although it was 
apparently "cheap”, the old system was of no use whatsoever, even for 
the purpose of meeting the legal requirements which were the basis of 
its existence. It did not lend itself to a positive role in using the 
data which it stored and its inclusion as a task within the reservations/ 
reception work load contributed increasingly to labour turnover within 
the depart ment.
As already observed, the concept of committing resources to an 
information system in a hotel was new. Information "should be free". 
Because each part of it was quite separate from other tasks in the hotel,
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the costs were not easily "hidden” and were charged to a separate category 
of the accounts. Therefore they stood out as a clear charge against profits 
(quite unlike the costs of the previous or indeed any other system in 
in the hotel). This expense does cause some concern to the hotel management 
hut it is perhaps a mark of the acceptance of the system that despite this 
it continues to survive,
4,15" Comment and Evaluation
There are two aspects to evaluating this system — what it does and 
how it does it. The method of its operation is the easier to consider,
A set of clerical procedures has been supplemented by a machine. An 
analogy might be used between walking and riding in a motor car. The car 
is faster and allows more time to do other things at the end of the journey.
In this case, the journey itself is incidental to the activities at its 
end. The question remains as to whether the right piece of technology was 
used to make the journey; perhaps the use of moi*e complete manual procedures 
would have been as éffective, perhaps a mechanical system such^as a punch 
Card sorter would have met the need.
Applying technology to resources is one of the prime management 
skills and the test of a good application is the same as the test of an 
effective decision — does it work, does it make possible what was intended?
By using a computer bureau, the hotel replaced the use of scarce, difficult- 
to-obtain labour with a machine. In doing so, it was able to bring r 
specialist skills to bear on the problem beyond the limits.c? its ovm 
capabilities. Its current use of sophisticated data processing was very 
small and did not justify developing the skills needed to manage it 
directly. Data processing could therefore be regarded as the "black box" 
of the system in that it was necessary to control only the input and the 
output. Again the analogy might be that you do not need to know how a 
car works to drive one.
What the system provided was a means of collecting, storing and using 
the huge volumes of data that flowed from users of the hotel into the . 
operating departments with which they were in contact. The method of regulating 
this flow imposed very little burden and it is considered that the speed 
of acceptance of the outputs was only related to the realisation that 
this data' had been ordered and could be used. There is no doubt that the 
change from a situation in which no information was available to one in
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v/hioh there was a great deal overwhelmed prospective users at first.
Mistrust was reduced in proportion to recognition of the way in which 
information could he used and the difficulties in using it to support a 
sales effort were mainly to do with the fact that it was recognised as a 
means of policing past activities rather than as a basis for planning new 
ones.
The success of the concept of providing information for marketing 
and planning in this way depends on its integration within the flow of 
activities within the hotel. The relevance and meaning of a given bit 
of data will change over time and the design should take account of this.
Not only is it much cheaper to imagine a range of possible uses in the 
design stage, because later additions cost proportionately more to develop 
owing to the d&fficulty of protecting what exists, but it is also the key 
to the long-term survival of the system. The goals of any group will 
change in response to both internal and external pressures and the basis 
of their decision-making process must be oaoable of adapting to, and coping 
with, such changes.
A compromise is made in the extent to which flexibility is to be built 
in and the extent to which it needs to be added. Similarly, the cost 
level at which information is to be provided is a compromised position.
Such compromises result from decisions of understanding which limit the 
response of the organisation to its environment, Vihen, or if, the need 
for a real time, computerised reservations system is perceived, then this 
guest history system can pick up its inputs directly as a by-product. For 
present purposes, real time is defined as providing information about 
situations in time to make effective decisions in the response to them, 
and a monthly interval is regarded as an adequate or even fast response 
time within this market.
In terms of the development of an information system as described 
in chapter 111, it is considered that the guest history represents an 
advance on the use of accounting, or other existing hotel information 
systems, in its ability to represent situations cn the basis of incomplete 
data. However, it does not go to the stage of sensing change in the 
environment before it takes place. It still provides a static, as opoosed 
to a dynandc, model and it is felt that this ability could only be achieved 
by establishing and constantly re-examining the relationships between 
data, as it symbolises the relationship between elements of its problem
1
space. That is, a dynamic model of the market should be designed and 
continuously updated.
External Data
5. Introduction
The procedures which have been described in the first half of this 
chapter only relate to the collection of what is termed "internal data".
This is defined as data about the market which is already using the hotel.
Due to the fact that the hotel made only haphazard and.irregular attempts to 
control this market over the years, in the sense that most planning was 
tadtical and reacted only to the current situation, there were no comparisons 
either with a total "overall market" or even with a selected segment of tho/u. 
total. Accordingly, procedures were set up to effect an external comparison 
and to measure other markets of which the hotel may or may not have a part,
6, Information Exchanges - a situation analysis
Perhaps one of the most obvious methods of taking a fix on one’s own 
performance is by finding out how somebody else id doing. At a personal 
level, whatever response is obtained to the question, "how are you?", it 
can be used to relate one’s personal position to ’reality’, to validate 
experience and to set standards.
Information exchanges were therefore nothing very new and indeed 
were already well established in both hotel and other industries. The 
British Institute of Management had set up the Centre for Inter-Firm 
comparison in the late 1 9 5 0 and Surrey University published its first 
formal Inter-Hotel Comparison report in I967. However, the Cosmopolitan 
did not participate in either of these schemes mainly because it considered 
that it would be difficult to use the wide-ranging, necessarily non-specific 
data (the IIIC maintained confidentiality by referring only to groups of 
hotels) which was available only some time afor the event.
Instead, informal exchanges of limited, specific information were 
already taking place when the market information project was begun. 
Reservation or rooms division managers would sometimes exchange details of 
performance and it was therefore decided to formalise this by drawing it 
within the compass of the information system, A target group of desireable 
members for such an exchange was identified, consisting entirely of hotels 
operating under similar market conditions and three sets of data were fixed
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as the basis of the exchange„
Of course, the essence of any such exchange must be comparability. 
Participants must be operating under similar conditions and must calculate 
the shared data in exactly the same way, if it is to be put to any use.
Thus the problem was not only to persuade, enough hotels to join the exchange, 
but also to get them to calculate data in a, standard manner, data which some 
of them did not calculate at all or which perhaps they formulated in a 
different way. Three steps were involved.
a) Definitions of the data to be exchanged;
room occupancy percentage - the number of bedrooms occupied overnight
ky paying or non-paying guests expressed as 
a percentage of the total number of letting 
bedrooms wthin the hotel, whether or not 
they are in a condition to be sold 
vacant rooms - the total number of rooms unsold and unfit for sale 
average room rate - total revenue derived from the sale of bedrooms,
including tax and service, divided by the total 
number of bedrooms.
It will bo noted that these definitions do provide for some 
concealment of the 'true* position. The number of rooms let to non-paying 
guests could distort the apparent position in the market quite considerably; 
similarly, a hotel in the middle of its maintenance programme would perhaps 
lose ground in proportion to its lost capacity, though this'is also a 
function of the management's skill in planning such programmes and it 
would, in any case, be known of by the other hotels. However, the 
definitions were the most stringent that could be agreed amongst a group 
of Bompetitors and they did at least provide a common basis for comparison,
b) A procedure to exchange the data
Informally, data was exchanged during a chat over the telephone. The 
timing of these exchanges and the nature of the participants varied.
However, their most frequent members were American-owned hotels which were 
accustomed to the facility of the formal information exchanges that are 
available in most American cities, and, of course, hotels which employed people 
with personal links with the Cosmopolitan' (ex-employees or friends of 
employees). A group of seven hotels was set up, of which four were 
considered to be operating in a, similar market. The initiative for these 
exchanges, which were to bo made daily, fell very heavily on the Cosmopol­
itan at first. It was obliged to act as co-ordinator by collecting and 
distributing the data by telephone. Gradually this was moved to a situation
13B
where two hotels shared this work.
The most important part of these procedures was, however, that the 
data he written down. The rather clumsy process of making sure that the 
exchange actually took place was somewhat incidental to this. A daily 
exchange such as was being used, in fact provided too much data to feed 
back into the planning process, at least on a manual basis. It did, 
however, confirm their role mainly as a source of reassurance. The 
reservation manager and even the general manager would guage the hotel's 
(their) immediate performance in terms of yesterday's data obtained from 
other hotels.
o) Interpretation and feedback
The final step of the loop was to interpret the information and 
feed it back into both the operating and planning systems. Since the data 
Was of a descriptive nature, a series of statistical tables and indeces 
Were set up. These were based only on monthly figures. As already noted, 
although the daily comparison of results would have permitted analyses by 
day of week or by weekday versus weekend periods, this would have meant 
handling a lot of data and since it was intended eventually to have the 
procedure maintained as a regular part of a line manager's job, the amount 
of calculation had to be kept to a minimum. Tables were produced to 
compare the following:
i) actual average rate this year - index on same month last year
ii) actual room occupancy percentage - index on same month last year
iii) average rate, index on previous year's annual average
iv) occupancy index, on previous year's annual average occupancy
v) share of market value (percentage share of rooms revenue of the
exchange hotels) 
vi) percentage share of daily room sales (market share)
vii) index of average daily rooms revenue against same month last year
viii) index of average daily rooms revenue against last year's annual average
ix) index of current market share (daily room sales) against same month
last year
x) index of current market share against average share last year 
xi) index of market share against potential (or par) 
xii) average number of rooms occupied daily
By re—representing the three bits of data from each hotel in these
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different ways, it was hoped to he able to assess first, each-hotel's per­
formance against itself, and second, its performance against the other 
hotels in the group. The hotels in the information exchange were treated 
in this analysis as a small separate market. In fact, they formed a good 
representative sample of the luxury and first-class hotels within the city; 
the only major market segment not taken into account was the extreme prestige, 
more traditional luxury hotel, as exemplified by the A.B.C.group
Using this approach, it was also possible 
to speculate on the influence of other factors in the market - how the 
balance of price and volume was managed, the performance of 'first-class' 
hotels against luxury, the effect of referral or sales systems associated 
with each unit, why a competitor could or could not fill more rooms than 
the Cosmopolitan# (One of the first effects of the information exchange 
was the forecasting procedure described in paragraph 1,3 of this chapter.)
An interpretation of the analysis was circulated to the management 
team of the hotel each month in the form of a memo. In addition to a note 
of the two main performance figures, the memo also reproduced the figures 
for that month from about four of the tables, with a few words of explanation. 
The tables actually shown might vary slightly, according to their assumed 
relevance ; to the interpretation considered most useful, but would usually 
include tables viii), ix), xi) and xii).
At six-month intervals, the memos were supplemented by a report which 
sought to consider the relative trends that had taken place over that 
Period. Graphs were used to illustrate these trends. Perhaps -the most 
significant data to emerge from the graphs were movements by a hotel against 
the trend of the group. For example, the nature of the market for any one 
hotel was made up of a huge number of variables and for this reason a 
direct comparison between the number of rooms sold by one hotel against 
another was not very meaningful. However, where an index compared performance 
for each hotel against itself in the same period last year and where a 
group of hotels showed (say) an improvement in position (indicative of a 
general strengthening of the market), failure to copy this trend was a 
clear warning signal.
Through these reports, it was also possible to introduce two new 
concepts to the hotel management: that of market share (which could not
be calculated without some notion of market si%e and which had therefore 
not been used before) and that of potential. The latter was an interesting
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development because it changed the way in which performance targets were set. 
Managers were accustomed to using two measures of the hotel's performance — 
occupancy percentage (number of rooms sold) and average room rate (the price 
at which they were sold). Of course, what really mattered was the interaction 
of the two, the daily revenue. Hotels are high fixed cost, low variable cost 
operations and are therefore able to use an extremely flexible approach to 
pricing. Different prices are applied to the same room or to different 
types of hotel user. By considering the two elements separately, managers 
were not able to perceive how movements in one were offset by movements in 
the other. The graphs of the information exchange were able to demonstrate 
this interaction and show the effect of "managing it better" (that is, 
of regulating the business mix). Pull potential for the hotel was 
established as the sale of all rooms at the maximum price.
6.1, Development of the Information Exchange
As the number of hotels within the exchange grew (by mid-1971 than 
were nine hotels and another joined by the end of the year), the work 
load of co-ordination increased. An approach was therefore made to the 
English Tourist Board and the British Tourist Authority to interest them 
as impartial, yet interested bodies, to take over the work of 
co-ordination. Unfortunately, they both declined, though the S.T.B, was 
later to set up its own occupancy survey on a nationwide basis.
Eventually it was taken over, in September 1972, by a professional 
association, the British Hotel Restaurant and Catering Association. Over 
time, the number of hotels was increased considerably and is now fourteen. 
Co-ordination is simplified by submitting written data at weekly intervals.
The actual amount of data has not increased very much. Unlike many 
newer hotels, the Cosmopolitan! has quite a lot of single rooms and was 
therefore interested to know what effect double occupancy was having on 
its competitors' room"rates. It was also concerned to determine the 
effect of the selling efforts of its larger competitors who were able, 
because of their larger number of ipoms, to use group sales to boost 
revenue in off peak periods. However, data on group occupancy and group 
average rate were never exchanged, though double occupancy percentages 
were sent to the B.H.R.C.A,
Group data was not exchanged, probably because it was not usually 
calculated as a part of any of the hotels' management information. It
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is interesting to note, however, the effect of the information exchange on . 
another)hotel, -, the Piedmont, . The participation of this hotel was 
actively sought in 1971 to obtain that representation of a traditional luxury 
service orientated hotel, which the exchange lacked. However, the Piedmont 
was not accustomed to calculate the data used and it was necessary to show 
how this was done before it could proceed in mid-1971* This marked a 
first step for the Piedmont in evaluations of its performance,
6*2. Use of Information Exchange Data
Other information exchanges were also available. Two of these, 
run separately by consulting groups (Horwath and Horwath; Harris, Kerr, 
Poster), provided both a world-wide and city-wide comparisons. However, 
for such ambitious projects^ very small samples were used and it was 
considered that comparisons were mainly effected to provide a basis for 
feasibility studies commissioned from the consultancies. They were 
therefore overlooked#
The E.T.B. survey referred to above was equally badly founded.
Again an outside consulting group (A«C, Nielson Co. Ltd) was used to
effect the comparisons. In 1971, a sample of only I50 hotels, across
England, was segmented into eleven different "tourist regions". The
London sample was also split between higher and lower priced hotels. By
1973; the total sample had increased to about 350; but even so, the
number of hotels in the higher price segment was probably less than that
in the information exchange, A further weakness was that "higher price"per nightWas defined as a hotel charging in excess of £5*50/(in 1972) a figure 
below the rates for even a group tourist hotel, — and the category 
therefore included hotels in very different markets, from economy to 
luxury# However, it did provide an outside point of comparison which 
could be used to supplement the information exchange. An example of 
graphs prepared in early 1973 and which use. E.T.B. data is shovm in the 
appendix#
Mid 1973 marked a change in the use of this comparative data within 
the hotel. The change of General Manager was accompanied by a change in 
management style and organisation climate. The information exchange 
itself continued to survive in the hands of the B.H.R.C.A. and the 
Cosmopolitan continued to take part. However, the data was no longer 
interpreted or even circulated to other managers in the hotel and this
14:
must have reduced its effect,
6,3. Comment
An information exchange of this type is very useful in relating the 
performance of a hotel to the overall market. However, care is needed 
in establishing comparisons, not only to ensure that the data is defined 
in a similar way, but also that the businesses chosen as indicators do 
compete in similar markets. Care must also be taken in interpreting the 
the results of an exchange, since the relationships which support each 
market will vary in many respects. All that can be provided is a descripton 
of the effect of these conditions on each unit which can therefore act as 
the signal for a need to investigate differences, especially if these are 
persistent. Explanations of performance, particularly of other hotels, 
must remain largely speculative. It should also be noted that the description 
obtained only relates to the market use of necessarily similar existing 
products; it will not reveal a latent demand for something quite new, 
though it may show the need to copy a competitor a little more closely,
6.5, The Pood and Beverage Information Exchange
The proposal for the rooms division information exchange also included 
plans to extend the scope into food and beverage areas, A-:set of definitions 
Was provided which included the number cf meals served and the revenue from 
food and liquor for each meal period of each restaurant, each bar and the 
number and type of functions served in the banqueting department, A 
procedure was developed to exchange data on a daily basis at weekly intervals. 
Each hotel would complete a, set of data sheets at the end of the week and 
post them to each of the other participants.
Choosing participants w.vs much more difficult than the choice in the 
rooms division exchange. The food and beverage facilities of a hotel had 
a more segmented appeal than its accomodation. Part of the facility might 
be designed to cater specifically for hotel guests, while others may try 
to extend their appeal within the local market. It was felt that even the 
location of a restaurant in the hotel could be important; the roof, the 
basement, the street level - each had different connotations. The success 
of hotel restaurants varied widely and it was possible that some of the 
restaurants in a hotel would be regarded as competitive where others would 
not. Similar reasoning applied to banqueting facilities. Finally, of
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course, it was desirable to include some independent non-hotel restaurants 
that were competing within the local market.
It was decided to begin with two of the hotels within the rooms 
division exchange, since they would be familiar with the idea of swopping 
data,and of increasing the number of participants if this experiment was 
successful.
At the end of two months, a report was produced which summarised 
and interpreted the data and which included graphs and the following 
tables.
1
ii
iii
iv
V
Vi
Vii
viii
ix
X
xi
xii
xiii
xiv
XV
Seat revenue factor per restaurant (seat turnover times average check) 
Restaurant performance index (market share against par)
Total weekly restaurant revenue 
Average revenue per seat 
Average seat turnover per day 
Average seat turnover per meal period 
Avera-ge food check per meal period 
Average licmor check per meal period 
Total weekly banquet revenue 
Average banquet size
Average food and liquor check in bancrueting
Ratio of room service breakfast covers to restaurant covers
Average daily food and beverage revenue per room
Average breakfast check
Total weekly liquor revenue and average check per bar
It is very difficult within such a short period to establish a trend 
of any importance, though».;some tentative conclusions were drawn concerning 
the relative high efficiency in the use of space for coffee shops against a 
use for haut cuisine restaurants. There were of course other factors 
which could affect such efficiencies, such as rent or street access. The 
test period therefore was inconclusive.
The information exchange w- s not continued and there were several 
reasons for its failure. The work load involved in its maintenance was 
considerably higher than that of the rooms division. The -'Cosmopolitan 
alono, with two restaurants, two bars, room service and banqueting had a 
lot of work to do and it was probably a mistake to copy the practice of a
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daily exchange. This also affected co-ordination and analysis. The 
report that was produced was cuite long; it raised questions and comparisons 
that had not been considered before and it was therefore difficult to 
understand, (it was also time-consuming to develop and it was unlikely 
"that either of the other hotels prepared a formal interpretation. Most 
important, however, was the additional imagined complexity of the product,
A restaurant could be closely dependent on its hotel, or it could actively 
sell to a large outside market; its outside market could be very local 
and/or it could be transitory. The sheer number of restaurants was much 
larger; there were hundreds of restaurants within the city as opposed to 
tens of luxury hotels. It was also thought that a "restaurant user" 
might eat in a wide variety of restaurants at long intervals and this 
supposition was consistent with the results of both the internal and 
external restaurant surveys.
Despite the lack of success on this occasion, it is considered that 
food and beverage information exchanges do have a role to play in marketing 
planning. From a practical point of view, the amount of data has to be 
less than was used here, but at the same time, it should involve a larger 
number of units. In large numbers, trends and patterns must have the same 
significance for restaurants and bars as for any behaviour. There is also 
probably an increased use for such exchanges in the development of products. 
Restaurants have a greater element of fashion than hotels, they are probably 
perceived to possess more differences and their product life cycle is 
consequently shorter, A widespread information exchange could therefore 
monitor such fashion.
7* The Restaurant Survey
7,1« Purpose of the Survey
The internal restaurant survey in November 1971 had given the hotel 
a description of the people who formed its market at present. To provide a 
perspective on that description and relate the existing market to the
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overall local market, it was necessary to collect data from outside the 
hotel, A core of repeat users was regarded as essential to support the 
continued viability of the restaurants. Seasonal tourist demand led to uneven; 
utilisation of facilities and difficulties in the allocation of resources. 
Staffing levels in particular were not easily adjusted to big fluctuations in 
demand. It was felt that the key to a more even distribution of demand,
which would result in higher overall levels of business, must lie within the
résident market. Not only was this market able to use the ' restaurants more 
often, but the selling effort in reaching it would be cumulative, A changing 
tourist market has to be sold separately and continuously and in any case is 
likely to show a preference for restaurants that are popular within the local 
market and are therefore of "proven worth".
The external survey was therefore intended to provide three main 
pieces of information:-
a) A profile of restaurant users - who uses, what kind of restaurant,
how often and how much they spend,
b) User preferences — what kind of restaurant do they like, which
elements of the product are important
o) Influences on choice - which media are used in the selection of a
place to eat,
7,2. Identification of the Target Group
The target group of the survey had . to be people who fell within the 
realms of the current user profile, A marketing policy consistent with the 
image requirements of the accommodation facilities dictated that the food 
and beverage services and their users should maintain the internal congruency 
of the product. In general, this meant that they had to be of high status 
and quite wealthy.
A difficult choice within any marketing decision is always along the 
axis: existing markets — new markets. Is it better to increase penetration 
of an identified and therefore known market, or perhaps assume that this is 
Saturated in terms of exploitation and seek business in new and therefore 
unknown markets?
It was decided to run this survey within areas in which a market 
was" known to exist, - partly because it was felt that its sheer volume (the 
number of people living in these areas) meant that it could not possibly
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be saturated and partly from a need to improve the basis of comparisons 
between data generated externally and internally.
The restaurant survey of November had identified two geographical 
concentrations of ]aiovm users and a third, less important area. These were 
related to the pattern of high class residential areas and their accessibility 
to the hotel i.e. there were three main locations: immediately around the hotel,
the central/northern part of the city and the outer suburbs; and there were 
three main travel times: less than five minutes, less than fifteen minutes,
more than forty-five minutes. The difficulty of locating precisely the target 
groups living in these areas was greatly simplified by some work carried out 
by the intelligence unit of the Q.L.C^^
In order to produce some classifications of London boroughsfor a 
Variety of purposes, a cluster analysis, using data from the I966 census had 
been carried.'aut. Six main variables were used;
i) Housing conditions
ii) Tenure
iii) Socio-economic characteristics
iv) Population and household structure
v) Birthplace characteristics
vi) Characteristics of the young, transient population.
The method used to produce the classifications is described adequately 
in the research reports referred to in the bibliography. In brief, each 
object of the classification (in this case London boroughs) is described by 
s, Score on eaoh input variable (above). The similarity of the scores of each 
variable is considered and at each stage the two groups which are considered 
most similar (those whose fusion causes the least increase to the within-group 
sum of squares) are fused and remain fused throughout the rest of the class­
ification. This step-by-step fusion of groups was carried out by a computer 
programme written at the University of St Andrews and may be represented by a 
diagram called a dendrogram. By drawing a vertical line at any point through 
the dendrogram, a number of groups or clusters are picked out where this line 
crosses those of the dendrogram. Using this technique, the number of variables 
used was increased from six to eleven (mainly to add additional dimensions to 
the original six) and it was applied to the 678 wards of the G.L.C. They 
were then divided into what were considered to be a distinct grouping of 
twelve clusters. Two of these formed the basis of the survey.
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a) Cluster 1:- Wards in this cluster contain predominantly owner-occupied 
property, in good condition with no lack of facilities. There is also a 
considerably higher than average proportion of employers and managers.
In contrast, the wards have low scores on the percentage of local 
authority tenants, overcrowded households, skilled workers and immigrants. 
Taken together, the scores in this cluster are high on indices relating to 
high social class and low on those relating to lower social class, and 
tend to refer to wards almost entirely in the outer London boroughs, 
though they do also highlight small areas of high social class composition 
in the more inner North-Western areas of Greater London,
b) Cluster 12:- Contained relatively few or small family type households, 
with few people under 15, mainly single person households or young families, 
The main form of tenancy is private renting and housing conditions are 
generally good. Car ownership is below average but this is probably due
to proximity to Central London, since the wards are clearly prosperous 
with a high proportion of employers and managers and a low proportion of 
skilled workers. The population contains a slightly higher than average 
proportion of immigrants and, consistent with young single persons, is 
fairly transient. These wards are situated in the central boroughs and 
could be said to represent the "posh" bed-sitter areas.
Wards were selected from five boroughs and some examples are listed: 
Barnet : Childs Hill, Finchley (North, East, West), Friern Barnet -
all cluster 1
Camden : Adelaide, Belsize, Hampstead Town, Bloomsbury —
1 and 12
Westminster: Grosvenor, Knightsbridge, Maida Vale, Dolphin, Berkeley -
1 and 12
Kensington and Chelsea: Brompton, Cheyne, Redcliff, North Stanley —
1 and 12
Merton ; Wimbledon West — cluster 1
Having chosen the wards, the stratification of the sample was further 
refined. The G.L.G, breaks its wards dox-m into blocks of about IpO house­
holds called 'enumeration districts'. Each district contains only s, few 
Streets and the enumeration districts in each ward were noted, that fell 
within the upper nuartile of that ward, in terms of its percentage of house 
ownership and employers and managers. Thus a list of streets was produced 
which should have mainly contained the homes of people in high socio-economic
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groups and who might, therefore have represented potential users of 
expensive restaurants. Interestingly enough, the general geopraphic pattern 
of high olass residential districts shown in the diagram below matched the 
pattern shown by the in—hotel surveys quite closely.
Kensington 
and
Chelsea
Barne t 
Camden 
HOTEL
Westminster
Merton
fig.17. Approximate Geographical Spread of the Survey
within the G.L.G. Boundary
7#3« Questionnaire Design
1The questionnaire was of the self com^etion-type, designed to be 
dispatched by hand and returned by post. To minimise costs, it was printed 
on a single sheet ofjaper and the two addresses were exposed by refolding.
It was re—addressed to the University of Surrey and the introduction on the 
first,part of the questionnaire stressed the link with the University, It 
was felt that people would respond more sympathetically to a student than to 
a commercial organisation.
There were ten groups of questions which called for 37 responses.
The first five questions were to provide a profile of respondents, — age, 
sex, marital status, car ownership (a measure of wealth in some areas) and 
the number of children under twelve (it was thought that families with 
young children would dine out less). Question six set to look at travel times 
in order to match potential catchment areas against that of the existing 
market.
Ranked influences on the choice of a new restaurant were to be 
identified from question seven. Question eight was also a ranking question 
and its rather complicated layout was the result of j^ring to ask two 
questions in one — how often and how much? Obviously two groups are of 
potential interest: the frequent user and the occassional big spender.
The next and ninth question also posed problems. It was aimed at
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obtaining a description of the product characteristics of restaurants most 
preferred by each age group. Two problems with this kind of question are, 
of course, that it is heavily;.structured (perhaps not in terms of the way 
that people would think of restaurants unprompted), and that it tends to 
elicit a response 'along the lines of what people think they like, an . 
imagination which may not be consistent with their actual behaviour. However, 
it was planned to process the response mechanically (which requires structured 
questions) and a closed question'could provide a guide.to the inclinations 
of the market if the response was interpreted with caution.
Question ten was included with the original intention of using the 
addresses of people who identified themselves as users of the expensive 
restaurants mentioned, as the basis for a mailing list. It was never used 
for this purpose but it did, in fact, produce an interesting and unexpected 
result. The final question, number eleven, was the only open question and 
aimed (unsuccessfully) to detect a pattern of actual restaurant use to compare 
with previous questions in the survey.
7*4« The Survey Method
A pilot survey was carried out in February 1972, to test the 
questionnaire design and guage the probable response, A typed and duplicated 
version of the survey (see appendix) was addressed by hand, stamped and 
delivered to 100 households in Wimbledon* Thirty—five were completed and 
returned.
The final printed version of the form changed the layout of question 
seven, which had been mis-interpreted as it was spread over the two halves, 
and included two more restaurants on question ten, plus question eleyen to 
balance the use of the space on each page. The net result, with a business 
reply service stamp and computer print address block, looked considerably 
more ^professional^ and less personal and this may partly explain why the 
response was considerably less in the actual survey than in the pilot.
Addressing to "the occupier" of each dwelling in the list of streets 
provided was undertaken by the National Data Processing Service (run by the 
G.P.Oo), Addresses receiving an average of more than twenty letters per day 
could be and were omitted on the assumption that they were businesses.
Forms were delivered by hand by schoolchildren specially recruited for
1:30
the job. One difficulty that theÿ reported was created by porters in luxury 
flats who were seen to intercept and destroy the survey forms, perhaps under 
the impression that they were circulars.
Completed forms were posted back to the University and then sent to 
A.G.B, Computer Services Ltd, which performed the analysis. From the 
beginning of delivery a period of six weeks was allowed to collect replies.
A specification was provided to A.G.B. similar in style to that used 
in the internal surveys shown in the appendix. There were three main across- 
page headings - postal districts, profiles by age, sex, marital status and 
profiles by usership pattern and choice influences. Each question of the 
survey was to be analysed against a profile, though the postal district 
heading was used only for question five,
7,5* Survey Results
An extract of the principal survey results is shown in the appendix.
It had initially been intended to process the results at London University 
Computer Services and the design work had been co-ordinated with them. 
Unfortunately, after several months of delay caused by some organisational 
changes at L.U.C.S,, the contract with them was cancelled (and placed with 
A.G.B,). It was therefore some months after the survey that results were 
available. More relevant was the nature of the results themselves. Not only 
was the sheer volume of the results large (the A.G.B. survey suite layout 
was used, as for the guest history profiles) but they were also of a "market 
research" nature. They did not all relate to the immediate task of running 
the hotel. Experience with both the food and beverage information exchange 
and with the guest history profiles had demonstrated the dangers of "a 
snowstorm of figures" as described in the project brief. It was therefore 
decided to use the results as part of a market intelligence library and to 
extract sections from them as problems presented themselves.
The first occasion this was done was with the 1973 profit plan when 
a profile comparison was made between hotel and other restaurant users, which 
provided a picture of a fairly homogeneous market. There were no significant 
changes in the guest profile from that presented by the internal survey 
except perhaps that the resident market was slightly older.
î ^
Of the 20,000 questionnaires sent out, a total of 2028 usable replies 
were received. These were distributed roughly in proportion to the districts 
in which they had been delivered and the response was not heavily weighted 
against one characteristic, except perhaps that a large proportion of the 
respondents was female (41^) and it is a matter for speculation as to whether 
they dine out or influence the ohoioe of restaurant to same extent as males.
Stratification of the survey appeared to have been quite successful. 
There was a large proportion of frequent restaurant users (question 8); a 
large number of respondents had used the expensive restaurants mentioned 
(question lO). A stratification correlated bias against the third column of 
question 9 (which described the informal, unusual, trendy elements of a 
restaurant product) also reflected on the selection of the sample.’
Three aspects of the response did bring to light some interesting 
points about this luxury market segment, and.tables to illustrate these points 
were extracted and are included in the appendix. There is a significant 
change in the size of the catchment areas of a restaurant or group of 
restaurants for lunch as against dinner, irrespective of car ownership. At 
lunch the modal travel time is .under I5 minutes and this increases to between 
15 and 30 minutes at dinner. That is to say, people imagine that they are 
prepared to travel further in the evening, though this might have been 
anticipated.
What was not expected was the marked awareness of two of the mentioned 
restaurants in contrast to all the other. Only 2^ of responses had never 
heard of the Savoy Grill, a far lower proportion than any of the others, and 
an extremely high proportion of those who had heard of it had eaten there.
A further extremely high proportion of responses had eaten in an (expensive) 
Wheelers restaurant (of which there are several in the city). With such a 
high level of awareness these restaurants clearly had a wide potential market.
By far the most interesting outcome, however, was that produced in 
response to question seven, in which people were asked to rank some influences 
on their choice of a restaurant in the order one to nine. It will be seen 
from the matrix of responses that by far and away the most, important influence 
ie personal recommendation. Indeed, if the matrix is divided into three 
eolunms and the first block (influences ranked first, second or third) seen 
as positive, the second block as neutral and the third as negative, the 
importance of personal recommendation is even more (dear, as it is almost
exclusively mentioned in a positive way, with a few neutral and almost no 
negative responses. It was also the response line most completely filled 
in,
A second point of reference, but much less decidedly noticed, is 
elements of the restaurant product itself, its accessibility, prices, menu, 
atmosphere and appearance, though about to of respondents did not answer 
in these fields.
The least important perceived influence was printed media. Guides 
and articles in magazines or newspapers are seen as having a minor role to 
play but over -g- of respondents did not refer to them at all. Almost a half 
of all the respondents made no reference to advertisements and where this 
Was ranked as an influence or choice, it was referred to negatively as a 
seventh, eighth or (predominantly) ninth point of reference. It was the only 
item not to be ranked first at all.
This result could be taken as a reflection of the opinion leader 
effect referred to earlier. It might also be seen as stressing the importance 
of the self concept in the buying decision, A buyer would choose to be 
influenced by people who were supportive and who would be likely to share 
the same tastes and preferences. Elements of the product themselves do not 
show adistinct positive pattern and this result could be stretched to form 
the basis of a hypothesis on influences of the buying decision,
(55 a)Professor P, Herzberg has observed that the elements which satisfy or 
dissatisfy people about their job are not points on the same continuum, A 
lack of dissatisfiers (such as bad pay and conditions) does not make people 
satisfied, it only makes them not dissatisfied. Quite separate things, which 
he calls motivators, are needed to make them satisfied. Interest in the 
job itself is a motivator. The same concept could apply to a restaurant, or 
indeed any buying decision. People form expectations about a restaurant 
(product) — good service, clean tables, good food — and if these are met, it 
takes away the element of dissatisfaction. Satisfiers lie elsewhere, perhaps 
within the relationship of the parts of the product such as price/value.
More probably, however, they lie within the ego benefits associated with the 
use of a restaurant, — feelings of importance, the balance between dependence 
and domination, feelings of belonging and security.
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7c6* Comments
It is considered that the survey demonstrated the value of even 
limited market research within the environment to an information system.
This survey was relatively cheap and at £800 cost about ^0% more than the 
in-hotel surveys. However, surveys can have far greater scope and should 
be considered both for new and for existing units.
The stratification used in this survey may be more difficult to set 
up in other towns but at the same time the problem is less in a smaller city 
and a number of indeces from either census or other sources could 
Satisfactorily be used.
However, it is probably questionable as to whether stratification 
should be used at all, since what is being sought is a widening or 
development of the product, particularly for a new facility and this will 
not be achieved if the approach is limited.
At the same time it is recommended that despite their inherent 
difficulties, ranking and matrix questions yield to a much more interesting 
analytical approach which justifies their use. It is suggested that such an 
analysis be carried out on two levels. The first would simply look at the 
number of responses to each question and would develop further questions on 
which the secondary level of analysis could be based. For example, in this 
survey the matrix response to question eight (see table Je6 ) showed three 
distinct groupings — low frequency/low spend; low frequency/high spend; 
high frequency/high spend - and it might have been useful to examine each of 
these groups more fully.
Finally, of course, the yield of more widely based survey does form a 
valuable part of a market intelligence library which can be extended 
gradually into different market segments. Such surveys need only be 
conducted at periodic intervals when the need for new forms of data are 
recognised.
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Question 8, How many times per month do you dine out at restaurants in the 
evening and how much do you spend per person?
Not at One or
Under £1,00 
£1.01 - £2,00 
£2.01 - £3,00 
£3.01 - £4.00 
Over £4.00
low frequency/ 
low spend
all less
Two Three Four Five to 
ten
Over
54 35 59 72 44
'isoj ^ _94_ _ 34
.155.1 L 103 120 112 1 4987 ” 47 ~ 1 120 1 1 31
69 38 71 i 114 69
Table 7.6,
r ' ,low frequency/ 
high spend
Îhigh frequency/ 
high spend
Actual Responses to Question Eight of the Survey 
Frequency/Spend pattern of restaurant users.
8.Product Comparison;
A product may be said to consist of two components by which it is 
identified and distinguished* There are those characteristics without which 
it cannot really belong to the product class of which it tries to be a member. 
These are the things which identify it in a certain way and are common to all 
products of that type. They are its standard characteristics. In addition 
to these, it also has characteristics which make it different to its fellows 
and form the basis for market pre^orences and they are referred to as 
discriminant*. A good example of the workings of these two components may 
be found in the market for soft drinks. Two of the biggest selling products 
in this market have the same standard characteristics. Pepsi'Cola and Coca- 
Cola are virtually indistinguishable in terms of taste, appearance or colour. 
To all intents and purposes they are the same. However, they both outsell 
other non—branded colas and over the years have gone to some expense to 
establish the fact that they are different. They have each added discriminant 
characteristics mainly in areas not to do with the”actual” product at all but 
to do with the way in which it is perceived, by changes in packaging or the
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presentation of the advertising image.
In a hotel it is much more difficult to determine which components are 
standard and which are discriminante There are a lot more elements within the 
product. The purpose of external comparisons was to monitor the balance 
between the sameness and the difference of the Cosmopolitan from its 
competitors. These comparisons were .effected most frequently for the food 
and beverage areas of the hotel, the restaurant and banqueting departments.
Accommodation facilities seem to be the biggest determinant of a
hotel *s image^ànd5îhey^tënd‘^^o^fix^^&e standards at which other parts of the^no ifOJL ■ s* image annytney uenu. uo iix une t> uanaax-a» au wniun uunen parue of the
i product can be sold. It was felt that the standard characteristics of even
a luxury hotel bedroom were fairly easily met by a certain style and quality
in appointments and furnishings. There was some debate over whether air-
conditioning formed a part of this standard since the Cosmopolitan!- was one
of the few luxury hotels that did not have it and this was installed in 1974*
The discriminant characteristics were the services and the image which
supported room sales. These were hard to identify and to change. They might
involve such things as the location of the hotel within the city (in a
fashionable/non-fashionable area) or the ability of the hall porter to obtain
tickets on a'fully booked'flight to New York.
It was therefore determined to observe the activities of competitors 
in order to be aware of the alternatives within the market, A list of 
restaurants was drawn up on the following criteria:
— that they were used by actual or potential guests of the hotel's 
restaurants (i.e. were within the same market)
— their technical operation might provide some learning
— they had developed a successful technique for merchandising off peak 
periods
— that their product might provide a guide to reshaping our oim,
A comprehensive checklist was developed and it was proposed that 
each restaurant would be visited by a team comprised of one member from the 
food and beverage department and one from the marketing or sales office.
Visits would be made at lunch or dinner twice per year, both in and out of 
the tourist seasons. Three such formal visits were made and reports produced 
which were circulated within the hotel.
Within the banqueting department the excercise took a slightly different
In­
form, It was decided, to compare three aspects of competitor behaviour.
The efficiency of their sales effort (speed of reply to letters, tracing of 
enquiries, use of promotional material), their ’’fixed” physical facilities 
(size of rooms, availability of utilities, simultaneous translation, air- 
conditioning) and their response within the market (the kind of product — 
food, price, facilities - that they put together). Competition within this 
market w^s felt to be much more concentrated than in either rooms or 
restaurants, A banquet buyer was much more likely to shop around and see 
what he could get for his money and, for this reason, there was felt to be 
a very small segment at the top and bottom of the market and a huge bulk in 
the middle, A list of twenty facilities, both in and out of hotels, was 
made up and they were approached directly, to obtain examples of their printed
and promotional material and to obtain details of their facilities. At the !
isame time a letter was sent in the form of a genuine sales enquiry both to •
them and to the Cosmopolitan: (without advising the banqueting department), |
The results of these contacts were summarised on a chart, ii
IExternal formal comparisons like these were run during the setting up ;
of the market information system from outside the department which was to \
make most use of them. It is probably more directly useful for a restaurant ‘
manager himself to make such comparisons, provided a method is available j
for drawing his data and his opinions into the decision-making process, - !
This was achieved by the end of 1972, both through the development of a new !
iplanning process (chapter Vll^ and through changes in the organisation 
structure whereby department managers became more ’’responsible” for their 
operations. i
However, there were difficulties with this in the long term. As is I
often the case, the skills that are needed to make mainly action decisions j
do not extend to making more advanced decisions of recognition or understanding,.;
At the same time the skills of a restaurant or banqueting manager are motor-
q,nd social skills,, «dealing with people and things. They were not really
happy in dealing with ideas. The extent of and attention to comparisons
also declined as the organisation structure changed and it was this changetrainingwhich really precluded the identification and development of / programmes 
which might have evolved the new skills required. In such a situation a 
better approach would have been to support the procedure by outside ’staff* 
intervention and by the provision of checklists such as an abbreviated 
version of the one developed.
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9, Market Intelligence - Scanning the External Market
a). Purpose and role of market intelligence
Setting up and maintaining a flow of data which can he used to represent 
and identify problems with little common ground would result in a mammoth 
task if this were to be attempted for even a small internationally—used 
luxury hotel. As has been noted with the guest history, sheer volumes of 
data present their own problems and where it is necessary to maintain 
information flows in order to be able to pick out trends within different 
areas, the resulting output reports can be carrying so many messages (so 
many different orders) that the effect is overwhelming. However, it is 
necessary for the hotel to measure its own performance in order to ensure 
its own survival and thus internal data must be monitored.
Although changes in the environment are of equal significance to 
organisation survival, the huge cost and difficulty involved in the task of 
monitoring those that could affect a hotel, ranging from changes in national 
economies to international air fare agreements, must fall to organisations
better equipped to do it. One relatively small business* must use its skill
in identifying which data is important, who is collecting it and in the 
interpretation of the dda in relation to the hotel.
The market intelligence function of an information system therefore 
falls into two sections. The first is setting up a kind of library of 
regularly published information which is likely to be of general importance. 
This would include specifically related subject matter on hotels and catering. 
As a spinoff, a reading list or informal clipping service should be main­
tained of newspapers and magazines. Once again it is important not to 
attempt to duplicate the function of a public library or even that of a big 
multinational corporation with a full research department. It is merely a 
question of circulating articles which might cause managers to reconsider 
either the present or their plans for the future. The second involves 
interpreting the data or collecting new information as the basis of special 
reports to deal with particular needs. For example, constant monitoring of 
the travel patterns of German antique dealers would be generally unproductive, 
though a report on a special interest group of this kind can be put together 
as the base for a promotional programme. Examples of the type of intelligence 
that was used during the project are.described below.
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b) Regularly Monitored Data
The difficulty with officially published data directly relating to
the hotel and catering industry is that by the time it gets published it is
out of date. There are four main bodies which provide regular and useful
informations
i) the government - in the form of the department of trade and industry it 
publishes through H.M.S.O* a series of business monitors, which provide 
some statistical data on several industries. Two of these are of interest, 
— M6 — Overseas Travel end Tourism and SD5 — Catering Trades, Revenue
and volume data is presented both with and without seasonal adjustment. 
These documents are - published about six months in arrears of the period 
to which they refer.
Of more occasional! interest are the press releases which occasionally 
supplement the monitors and the summary of "Economic Trends" produced 
annually,
ii)tourist authorities — in general tourist authorities in the U.K. do not 
perceive their function as having anything to do with the actual marketing 
of hotels. The data that they produce is therefore incidental to their 
other purposes. The British Tourist Authority takes on itself the 
publication,two months in arrears, of statistics on foreign visitor 
arrivals to the U.K. in each month but does not break this down to any 
useful extent (e.g. by port of entry). It supplements this with regular 
surveys on the British domestic tourist market, which are published, A 
quarterly magazine is also produced by the authority which includes 
research findings into different markets.
Tourist boards follow much the same pattern. Two of these, the 
English and the London board, may produce da±a relating to the city and 
reference has already been made to the occupancy survey of the E.T.B,
Data from tourist boards has been found to be inaccurate and misleading, 
as, for example, in the list of new hotel projects published by the L.T.B,
iii)foreign tourist authorities - European and North American tourist agencies 
tend to produce more usable and interesting papers. Of particular 
value were the Post Reports published by the Department of Commerce in 
Wasiiington. These are mainly concerned with tourism to the U.S.A. but
159
often contain detailed supplements analysing the tourist markets of other 
countries. Similarly, inference# about the British market can be dratm 
from the annual publications of foreign tourist authorities,
iy)consulting/publishing groups - there are several consulting groups which 
collate and interpret data which is useful both specifically to tourism 
and more generally to business planning. The best of these is probably 
the tourism quarterlies published by the Economist Intelligence Unit and 
monthly economic forecasts of Morrell and Associates, Such services are, 
of course, to be paid for and do still involve handling quite a lot of 
data that is not relevant to a particular business,
c) Intelligence Reports
As has been noted, the size and variety of the industry has precluded 
the development of a comprehensive external data handling service. Host of 
the data appears at irregular intervals, is historically orientated and 
sometimes inaccurate. Forecasts are available from some organisations but 
these are relatively expensive and, because they attempt to cover a wide 
area of interest, are not able to support detailed projections needed for 
single business.
Thus, a report required to act as the basis of a comprehensive but 
concentrated sales campaign in South America, was based on specific desk 
research vjîiièh it was possible to complete in only three weeks. The 
report was put together from published information provided by embassies, 
chambers of commerôe, airlines, newspaper supplements, magazines, the 
department of trade and industry, tourist authorities and trade 
associations within the countries under examination.
It. did not provide anything new in the way of insights but that is 
not its function. It aims to provide a picture of the general conditions 
in the area and relate these to something familiar.. A potential market is 
identified and both general and specific ways of reaching that market arc 
indicated. The approach has the great weakness of depending for its 
representations on the skills of others who may not have considered elements 
relevant to the hotel or may have special interests which they wish to 
promote. However, it has the great strength of practicality, cheapness and
iro
effectiveness. It makes it possible to bring to bear the skills of 
specialists in unfamiliar fields.
The possibility of using such published sources as the basis for 
forecasts is more difficult to consider because it is unusual to find 
different reports defining or calculating their data in the same way. It is 
probably more effective to apply the considerations raised in such documents 
to the trends observable from within the business,
d) Comment
During the first two years of the market information project an attempt 
was made to build up a library of intelligence reports and journals which 
could be turned to many purposes. In practice it was found that the difficulty 
of maintaining these files in an up to date condition was too great. Each 
time the data had to be applied, additional sources, invariably able to 
duplicate what was already on file, had to be used to supplement it. It is 
therefore suggested that the need for meeting intelligence requirements 
cheaply and effectively is . by researching outside specialist sources of 
information which it is both wasteful and difficult to copy.
The two important exceptions that exist to this approach lie first in: 
the area of generic research where the results will remain valid for some 
time. Examples of such research can be found in the restaurant surveys or 
in (say) a report by a group of airlines published in 1975 on travel patterns 
through to 1985 which would remain valid until superseded. Most library 
information will be of this type and will thus provide a very specialised 
reference service.
Second to these will be copies of each intelligence report that is 
produced, complete with methodology, references and contacts. This file 
helps to determine patterns that are developed in the request for intelligence 
and perhaps indicate the need for a new information flow. More important 
however, it acts as the tool for developing and improving the research 
technique of the business and maintains continuity within tne research function<
(55b)The approach was therefore equivalent to what Aguilar has defined as a
scanning mode which switched between 'conditioned viewing', a passive exposure
to information of a particular sort and 'formal search', a deliberate effort
to find specific, information. The scanning rules which governed the mode of
scan, determined the relevance of intelligence and the capabilities of themanagers,organisation to obtain it, were made by the general or market information/
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THE PLANNING PROCESS AND THE USE OF MARKET INFORMATION CHAPTER Vlll
1. Planning and its Purpose
Strategy has been defined as "when you are but of ammunition but 
keep right on firing so that the enemy won't know". As the definition 
illustrated, strategy and planing are to do with coping with changes, the 
word, "strategy" implying the choice of a course of action, the word, 
"planning" a consideration of future possible events. Whether planning is 
used or not, changes occur in the environment in which the organisation 
operates across the whole spectrum of its relations, the match of its product 
against the market, the nature of its resources (men, money, materials, 
information) and the social and political climate in which it behaves.
These changes'can be sensed in two ways, perhaps best illustrated by 
two diagrams, (A and B below) suggested by Ansoff^^'He has described a 
verbal model of the firm as a goal—seeking organisation concerned, through 
its logistic processes, with the conversion of resources into products 
and/or services which are offered back to the environment. Logistics are 
designed and guided by a management process which converts perceived needs- 
in the environment into action instructions for changing or redirecting the 
logistics. It fulfills this function by making decisions which can be 
related to the decision classes discussed in chapter 11, Strategic decisions 
are to do with understanding the relationship between the firm and its 
environment. This relationship predetermines the structure of the firm 
and constrains the way in which it can respond to the environment so that 
administrative and operating decisions are those of recognition and action, 
Within the organisation the administrative process reduces (recognises) 
events to an order which can be actioned.
Each of these decision classes is mutually competitive for the 
resources of the organisation, including the time and attention of general 
(senior) managers. Of the three, action decisions tend to receive priority 
for several reasons, they are usually the 'easiest'decisions to make because 
they are often routine and repetitive; owing to previous training (learning) 
at lower levels in the organisation they are familiar (and important) to 
top managers, they are frequent and large in volume and are automatically 
referred up by lower level managers. They have short term effects and 'so
1^2
their solution is perceived to produce rewards and satisfactions, A manager 
"knows that he is really getting something done". As a result, changes in 
the environment are perceived indirectly through the impact they have on the 
logistic process and the decision need tends to work its way serially 
through the levels of logistics - administration - strategy (diagram A).
In this way, there is a considerable lag between change and response, a 
probability that the problem will be solved at the wrong level, a threat to 
the organisation’s survival if its strategic product/market match moves out 
of balance for a long period.
An alternative mode of behaviour (shown in diagram B) is to monitor 
the environment and examine decision needs in parallel. This kind of attention 
may still be a lag response, triggered by recognition of a significant 
change that has already occurred, but it may also be an anticipatory response 
seeking to forsee change (such as the effect of inflation) or potential for 
change (identifying a future need for a new product)
decision
need
Operating_^ _aamin^^^_strategio
remedy remedy remedy1 i iO.K. O.K. O.K.I i /I N S T R U C T I O N S
cl 1Logistic Process■rf—  
Change
Environment
Environment
change
1Problem
?■ Decision Process- 
Strategy
Recognition
A
^Admini s trati on ^ ? Instructions /s
O^peration.
Logistic Process —
Diagram A Serial decision process 
fig,18. Responses to Change by an Organisation
B ~ Parallel
decision process
There are several arguments in favour of approach A,
i) It is ostensibly cheap. No time, money or effort is expended on 
strategic analysis.
ii) Without fixed plans or goals, the organisation is able to take 
advantage of any opportunities which present themselves. Since 
strategy is in any case based on incomplete knowledge, there is a
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chance that corne attractive opportunities would have been missed* 
Strategy and objectives limit the search for solutions,
iii) By delaying action until change has occured, the organisation is 
able to act on the best possible information.
On the other hand, it has concomitant disadvantages,
i) In the absence of strategy, the lack of rules to guide the search
for new opportunities both within a,nd outside the organisation prevents 
the -development of learning. Without criteria, recognition techniques 
cannot exist, the depth of knowledge necessary for competent analysis 
will not grow and managers will tend to solve problems by applying a 
limited number of (inappropriate) methods,
ii) The organisation will be unable to nuke formal provisions for conditions
cf partial ignorance. It will be unable to judge the relative extent
of the change, whether it is likely to persist and what resources 
are necessary to deal with it,
iii) Without a periodic evaluation of its problem-solving approach, the 
organisation has no formal method to measure the efficiency of its 
resource allocation pattern,
iv) Lacking an ability to anticipate change, the organisation reduces
the basis of internal cohesion. For example, each department of a
hotel might be responding to a "different" environment and co-ordinated 
action might be difficult to produce.
In summary therefore, strategy requirements are a question of balance 
between sudden opportunism and complete flexibility against increased control 
over the allocation of resources and the reduction of risk through learning.
The choice itself is strategic but can be related to the degree of involvement 
of the controlling interests of the organisation with its operations and the 
level of instability in the environment, A finance organisation, such as a 
pension fund or an investment corporation, needs little depth of knowledge 
of individual industries, it can move in and out of any given industry quickly 
and protects itself against risk by a wide pattern of investments. In 
Contrast, a fully integrated operating firm commits its resources to products 
very heavily, much of its investment is in plant and difficult to recover.
It protects itself by paying great attention to research and development and
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by learning to anticipate change. On such a scale, the Cosmopolitan* falls 
more closely to the latter; the asset of the hotel is relatively easy to 
dispose of but the controlling interest (the parent compan;^ ) is committed to 
maintain its performance as part of a diversification programme.
It has been noted earlier that decision-making cannot be desOribed 
in terras of an event but is best considered in terms of a flow of activities 
in which the decision point may be difficult to identify and in which the 
formal decision-maker may be of small importance. If an organisation structure 
is perceived to consist of a series of linked groups (chapter ll), then this 
flow of decisions can be explained in terms of sub-groups within the organ­
isation adapting to changes within their environment. This will take place 
regardless of whether the management function devotes special attention to 
guiding and controlling it. Without explicit planning and control, the 
results of this process will contribute to overall organisation survival 
less than if times and methods were co-ordinated. Under these conditions 
change will be introduced slowly, reactively and without a discernible 
pattern. It might be called consolidation strategy and it can occur 
independently of top management.
From this lowest level of involvement, management may take an 
increasingly positive role to produce the innovatory changes which require 
the functions of planning and control systems to develop new representations 
of problems and lead to the generation of new solutions to solve them. At 
the least, this will result in making provision for change within budgets 
or plans and will progress through the development of organisation structures 
conducive to change through to involvement to the extent of providing 
explicit strategy formulations, evaluations and control of strategic change 
within the organisation.
Pure strategy is the responsibility of general (top) management.
Only at this level is the information, authority and perspective available 
to permit a definitive allocation of resources. The functions of this team 
are mainly those of monitoring and planning:
— monitoring the condition of the organisation and its environment
« planning the development of goals and the allocation of resources
— designing structures for the organisation
and they are supported at middle management level by functions which 
implement and control :
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- implementing strategies into plans, budgets and activities
- controlling results and providing leadership
- informing top management on the execution of plans and providing 
recommendations and feedback
These activities are not mutually exclusive but it is conceivable 
that if top management creates conditions for innovation - allocates 
resources, provide® strategies, designs organisation, information and power 
structures ~ then a great deal of innovation can be managed at middle 
management levels. The degree of top management involvement will then be 
related to the extent of the threat represented by the level of change — a 
new technology, a new market structure, increased competition, shortage of 
resources — and the extent to which the organisation is committed to change 
— what proportion of resources are allocated to the process either 
permanently (as in, say, a fast-growing company) or temporarily (where, say, 
an acquisition or other major new project is being completed). However, 
the implementation of change must be more effective in organisations which 
are designed to cope with it and where the level of management involved in 
guiding and directing it has power over all the resources required for its 
implementation,
2,The Development of Plans
The development of plans can therefore be seen as an interaction at 
either a formal or informal level of an organisation structure with an 
information structure. The organisation is the entity which applies the 
processes of problem-solving to the elements represented for it by the 
information system.
Notionally this is done by a method which systematically applies 
all the variables in the problem to the environment in order to achieve a 
one best method of restructuring them in a manner conducive to the attainment 
of agreed preconceived objectives. The first step in this process is the 
clarification of objectives or values; Ansof^Las suggested an overall 
hierarchy of objectives and discusses the criteria for their selection 
through a process of interaction with other elements of the strategic problem. 
Policies (strategics) are then formulated which interpret the objectives 
into "states of affair" i.e. they.isolate the conditions that exist when 
the objectives are achieved and then establish the most appropriate means 
to the achievement of that end. During this process, every important
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relevant factor is taken into account. 'There are great similarities between 
this kind of rational planning and rational decision-making, perhaps the 
greatest being that neither of them exist in practice. The test of a good 
plan is one that works in practice, that influences and responds to what 
people think and do. Within the context of an organisation, planning can 
be imagined to take the form of what Lindbloi^calh»successive limited 
Comparison.
i) Selection of values:- It was noted, during discussion on questionn­
aire design, how difficult respondents might find the problem of ranking a 
series of items listed on a form. The same difficulties apply to the ranking of 
Values as criteria for decisions. Ranking scales do not remain constant 
and the importance of a particular value is situational and confused by the 
network of feelings that relate it to other values. Neither is it easy to 
take into account the preferences of other members of the decision-making 
group, especially since these have both a direction (public relations are 
important) and an intensity (but not very important).
The selection of goals (values) is therefore interlinked with a 
choice of policies (strategies). Each strategy offers different marginal 
combinations of values and this is where the focus of attention lies. The 
process can be likened to a product purchase decision. Two hotels each 
have five value attributes but in different combinations (a provides more 
of value three, B of value two, etc.). By choosing between these incremental 
values, a choice of hotel is made. Thus, the need to identify and rank 
values independently is avoided, as this is done by their marginal 
contribution to each strategy,
ii) Selection of means:- The problems of selecting the 'best* goals 
is matched by that of selecting the best means. If the strategy chosen 
has varying degrees of importance to those who are committed to it, what is 
done and how it is done must be seen only as different aspects of strategy 
for it to be carried out. There is no clear distinction between the choice 
of means and end, and good strategy is one which can be carried out. For 
example, the goal might be the increase of profit within a department by a 
certain amount. This might be agreed by a divisional manager in order to 
strengthen the influence of his division; the general manager may see it 
as a way of controlling costs; the sales manager may see it as a way of 
building up an advertising platform. One end becomes another means but a 
strategy results.
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iii) Consideration of alternatives:- Limits on time and information 
are also limits on the capacity to bo comprehensive. It is rarely possible 
to consider all the data and forecast the effect of all possible solutions.
One way of reducing the si%e of the problem space is to consider solutions 
that differ in only a relatively small degree from those presently in effect. 
This not only reduces the number of alternatives to be investigated but also 
simplifies the investigation of each, since at least a part of their effects 
will be known and it is therefore only necessary to examine the respects in 
which the proposed alternative and its consequences differ from those in use. 
Marginal differences are treated in the same way as marginal values.
There are two arguments in favour of this incremental change approach. 
The first is that the introduction of gradual change causes less internal 
stress and reduces risk. Organisations do not, in general, make sudden, 
drastic changes in strategy. A hotel cannot suddenly become an oil refinery, 
it could become a, rest home with some difficulty, but certainly the easiest 
thing for it to do is to become a different kind of hotel because it has 
all the resources that it might need to do this. Thus the second argument 
is that by limiting variations from present policy, the most can be made of 
available knowledge and because they are like existing strategies, new ones 
are also relevant to what the organisation is doing at the moment,
A corollary to the exclusion of possible alternatives is the ignoring 
of important possible consequences and their values. This is an inevitable 
result of limitation but the possibility that important values may be lost 
is present in any form of organisation and it is for this reason that the 
sub-groups which comprise it seek to protect their own interests. If they 
Can do this, then values which have importance to the existing organisation 
will not be lost.
This action of counter-representation is an important feature of 
strategy formulation. Strategy is not made once and for all, it is constantly 
re-made. Values change, environments change, unexpected consequences occur. 
All these factors mean that policy-making is a process of successive 
approximations to attain changing and perhaps conflicting goals, A successive 
approach therefore maximises knowledge about the probable consequences of 
similar further steps. It avoids the need to make sophisticated predictions 
on the possible results of a major change. If this one works, it can quickly 
be followed by another. Each previous prediction can be tested before each 
change and finally it can be remedied more quickly than if widely spaced,
l/.l -
big policy decisions are used.
3. Types of Plan
A strategy of successive limited change does not necessarily overlook 
the requirements of a long-term planning horizon but it does make- it 
difficult to maintain perspective in relation to long-term trends. Indeed, 
there must be a build up of activities over time that will conspire to 
disregard them. The trouble lies in the fact that representations of future 
problems are made in terms of existing ones and the way in which knowledge 
(information) is ordered tends to influence what is perceived and the way 
in which it is done. It is suggested that this can be overcome by considering 
a fragmented structure for planning which provides for a division of work 
related to the fragmentation of tasks that is used in the conversion process 
of an organisation. The first division structures both the conceptual level 
and the time span of plans,
a) Pure strategy — defined as a move, or specific series of moves, in which 
relationships with the environment are delineated. For example, a hotel 
diversifies into the security business over a period of years. Such strategy 
is innovative, uses a long time span to measure its effects and is dependent 
On representing and re—representing the total environment, under conditions
Of partial ignorance, to produce its output of decisions of understanding.
Such plans take place at the very highest level of the organisation and in 
research functions.
b) Mixed strategy - springs out of pure strategy and is a rule for making 
decisions as to which pure strategy to follow in a particular situation. 
Problems are centred round decisions of recognition as there is often only 
one strategy to cover each situation. Mixed strategies are made under 
Conditions of risk (where the probabilities of alternatives are known) and 
Uncertainty (where they are not); they result in policy, a contingent 
decision which is the link between this and the organisation levels on each 
Bide, They are produced by senior middle management operating in time spans 
within which the firm is able to construct forecasts of "acceptable" accuracy. 
In the case of a hotel, this would be about nine months to a year.
c) Tactics - a specific scheme for the employment of allocated resources. 
Tactics are developed by junior managers in accordance with the policies of 
the organisation. They are based on action decisions which have a very short
1-;)
time span of effect and the reults can be observed at the end of each operating 
Cycle* For a restaurant; manager they may encompass only a meal period.
The second division of plans structures the nature of the contribution 
at each level. Any plan must contain elements of each part of the strategic 
process outlined above and it must also account for the precise nature of 
of the activities which engage each aspect of the organisation. This 
fragmentation of the planning process may be represented as a matrix of 
strategies and activities as represented in the diagram:
Strategy
UNIT 2 
UNIT^I
UNIT 1
Mixed Operations Accounts Personnel
Strategy
Tactics Operating Accounts PersonnelDepts
i 1 ^ ’ 1 ^ _ J L .
etc.
fig, 19
Diagrammatic Representation of the Interaction Between Planning Levels and Tasks
The diagram is trying to represent the continuously variable shades 
of an activity that takes place in three dimensions. There is no discrete 
level of the organisation solely concerned with tactics, though the 
involvement with pure strategy increases in proportion to the movement up 
the organisation hierarchy. Similarly, the focus on task specialisations 
reduces and the perspective becomes wider and wider. An example might be 
that operating departments 1,2,3 are restaurants in which the managers 
produce tactics. These are considered in total by the restaurant division 
manager whose plans form part of the total strategy for all the divisions 
of the hotel, which the hotel general manager contributes to the group 
manager. At group level, manager(3) consider plans for all hotels and plans 
for all parsonnel specialisations, all accounts etc. It is worth stressing 
that from this example it can be seen that the terms strategy and tactic are 
are a matter of perception and the degree of task orientation a matter of 
inclination. Strategy at one level becomes tactics at another - government 
strategy generates corporate tactics, corporate strategy generates unit 
tactics - and the extent to which any task specialisation is used will relate 
to the characteristic ;;ays of operating chosen by the organisation,
4, Introduction and. Use of limited Strategic Planning
By late 1971» it became apparent that a tool was needed to represent
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the data from the information system at regular intervals and in a form 
that could he used to set and measure the response of the hotel to changes 
within its environment. It was originally proposed to do this by using a 
Computer simulation model of the market which would act as the control of a 
Model to produce financial reports. In other words, the second model would 
interpret the effects of changes within the market. However, the takeover 
of the hotel by the parent companypresented a different opportunity to 
produce an interaction between the organisation and its market information.
Parent was principally in the business of motor car distribution and had 
the good fortune to have the franchise on sales of a model that was in 
constant surplus demand. The company had a chain of small garages, each of 
which was assigned to sell to a fixed geographical area. The number of oars 
that could be obtained was limited and so a type of budgeting procedure had 
been developed to cope with the problem of allocating units of sale and 
relating that allocation to the operation of the business. On taking over 
the Cosmopolitan, they wished to use the same planning technique for controlling 
its performance.
However, the modifications that were required to the existing process 
were extensive. There are a great number of differences in the behaviour 
of a small organisation such as a garage (with few employees arranged into,
Say, three departments, selling a small number of quality-controlled goods 
and some services into a market of known size, about which there is a lot 
of information) and a hotel. An opportunity was therefore available to use 
the commitment to planning and the framework that existed to develop a 
process that would relate the structure of the organisation and the structure 
of its information.
The term "limited strategic planning" is a reference to the discussion 
in the first three sections of the chapter and the word "limited" should be 
taken to refer both to the successive introduction of change and to the 
level at which plans could be produced for the hotel (the mixed strategy 
level)* It should be noted that the development and implementation of pure 
strategy lay, probably correctly, with the group management outside the hôtel. 
The Cosmopolitan' could only make plans for a specific kind of hotel, a 
luxury hotel, and its environmental response was therefore limited. However, 
it was intended that the interaction between levels of planning and different 
tasks bo maintained. The procedures that were developed are described in 
the planning manual shown in the appendix.
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a) The Market
Any commercial organisation - and most non-commercial, ones — is in(59)the business of selling customer satisfactions. As Levitt says, "it isn't 
the goods or services that people buy, it is the satisfaction that they 
derive from them," The start of the planning process was therefore its 
input of marketing information, defining the users of the present product 
and the way in which they used it. It is not shown in the manual but it was 
found helpful in practice to include a description of the product at this 
stage, since the external market that is to be considered consists only of 
people similar to current users. In other words, it is a limited extension 
to cover only potential users of (in this case) a luxury hotel product,
A behavioural and descriptive approach to market analysis is mainly 
required because these aspects of the market can be observed and recorded. 
However, it is important to use these records later in the plan to expand 
the available information in order to develop strategy. For example, a 
need for, say, secretarial services could not be "observed" from the non­
use of secretaries but it could bo deduced from the profile of the guests 
or their purchases of agency secretarial help through, say, the hall porter.
It will be noted from the fbw chart of the market analysis in "step 
one" that the pattern of data asked for matches that sought by the data 
collection processes of the previous chapter very closely. This is partly 
a question of design and partly of relevance but it could be argued that this 
does not make for a creative approach to problem representation. The 
justification for this lies within both the inherent flexibility of the 
information system and the limitations of the plan. In order to cope with 
what may otherwise appear to be remorseless trends within the market, 
planners are encouraged to adopt,as wide a definition of market as possible,( 60 )rather along the lines of Levitt's descriptions based on the core charateristio; 
of the business. Thus a hotel would view itself as being in the lodgings/ 
leisure industry though, as noted previously, this can lead to problems of 
relevance (is a hotel in the camping business?). However, the successive 
changes that are looked for are brought more into focus by stages two and 
three.
Each major department of the hotel was to consider itself in the 
terras of its conversion process so that each was to examine what inputs 
were converted into outputs and look at a market in that sense. For
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production (kitchens, bars) or service (personnel, purchasing, maintenance, 
sales) functions, this meant that they would have to consider other parts 
of the hotel as their market and this presented dangers of duplication. It 
also presented difficulties of co-ordination in the production of the plan 
and these were both partly overcome by treating the specialisation as if it 
were independent (a separate sub-market) and concentrating particularly on 
potential markets»
b) The Environment
The second step, a consideration of the "environment", is still 
within the realms of bringing together or co-ordinating data for analysis.
It is meant to encompass those factors beyond the- control of the organisation 
(hotel/department/work group) but which will influence what it does. Properly, 
of course, higher levels of management within the company fall within this 
definition but for wider consideration the flow chart looks at four main areas: 
culture, technology, physical environment and législation.
One of the inputs to this section is the intelligence reports which 
may be extracted from magazines and journals or which may have been specially 
produced. One report which was summarised within a plan was a forecast of 
hotel supply conditions during 1973 when a building boom was underway in the 
city of London, The biggest contributors to this section are expected to 
bo staff functions, particularly where the interpretation of major events is 
concerned (introduction of V.A.T., world beef prices, industrial relations).
An economic forecast was also to be available from specialist, corporate 
planning staff and this was reworked in terms of the hotel.
Which trends or events within the environment are to be picked on for 
discussion tends to relate to the areas of interest (values) of the manager.
In general, they are trends where the relevance to the hotel is openly 
apparent and unquantifiable elements tend to receive little attention. Thus 
fashion (say) as it affects styles of dress or restaurant use is not given 
much thought. Again, this tends to underline the inhibitions that managers 
felt in using soft data or in using data which would involve complex fore­
casts, A point of discussion at one time was the effect on American tourism 
of the termination of the Vietnam war (it might lead to an increase in 
tourism if people were unwilling to travel far in case something had happened 
to their sons in the war, it might depress the U.S. economy owing to a run 
down of the defence effort). Speculation on events and their effects could
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be wide and therefore 'limits' of relevance are introduced to simplify the 
Problem.
c) Competition
A third and final categorisation of data. Competition is defined as 
a factor which could deprive the hotel of either markets or resources.
Since it is satisfactions that are important, any alternative source of 
those satisfactions could represent competition. The problems of looking at 
(say) the effect of colour T.V, sales on the use of the hotel's restaurants, 
or indedd any form of indirect competetion for markets, usually proved too 
difficult for consideration within this plan. However, product definitions 
did become widened at this stage as the performance and success of competitors 
Was recorded. Data was collected by the information exchanges, by means of 
visits and by futher investigations into units which attracted a lot of press 
attention. Two units which were selected on this basis of awareness were a 
nev; hotel and a hamburger restaurant and they influenced the product of the 
Cosmopolitan simply because they had been noticed.
Resources were usually controlled by a staff manager, both more 
intellectually inclined and more deeply involved in cross industry comparisons. 
Indeed, the nature of reaource markets was such that it obliged consideration 
of other industries. Observations were restricted usually to conditions of 
demand and supply; competitive methods were deemed to fall under the technology 
heading within the environment. This separation is the reult of the stress 
On profits and markets within the plan and once again reduces the size of 
the problem space.
d) Strengths and Weaknesses
A consideration of the points raised in steps one to three and an 
evaluation of the strengths and weaknesses in relation to each other draws 
together the information in the plan. Only key or important elements were 
to be selected for this exercise which involved fixing their position in 
terms of the product (whether they added to it or detracted from it) and 
then explaining how the points noted within the market, environment or 
competition would affect them. To limit the size of the exercise, only 
key elements (those which are seen as both central and vulnerable) are 
subject to this analysis. This is the first point of the plan at which an 
informal review tends to take place as strengths, weaknesses or changes are
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noted that have not been referred to within the description of the market. 
For example, the recruitment of an airport representative, which is seen as 
a strength, acts as a reminder that assisting V.I.P’s at the airport is 
part of the product.
e) The Momentum Forecast
The momentum forecast is a financial projection based on the 
interpretations of data in sections one to four of the plan. This should be 
a resume of the current marketing position of the hotel, its trend and 
direction, a summary of the forces likely to influence that movement, with 
an indication of the strength of that influence. Given this data, the 
Momentum forecast seeks to project the performance of the organisation if 
it were to carry on with its normal pattern of behaviour. That is, if it 
Was customary for the hotel to spend, say, £40,000 on advertising each year, 
then the projection would include a figure of £40,000 for advertising.
At the same time, at group level, a similar planning process is 
taking place on a corporate scale. It is assumed that more pure strategy 
is used and that a larger planning horizon is taken into account. From this 
process corporate objectives emerge and are translated into standards of 
performance. These standards are in the form of both volumes and ratios — 
revenue, profit, labour turnover, return on investment, promotion rates, 
overhead-absorption, level of debt — and they are broken down over the 
company, according to a process of negotiation between each level of 
Management. The hotel division accepts a proportion of the profit target 
and breaks that down between each of its hotels. In turn, this is further 
subdivided within the hotel so that each department accepts a target.
A comparison is now made between the profit target and that profit 
shown by the momentum forecast and the difference or gap between the two. 
This performance gap should then act as a stimulus for managers to look at 
their business from new points of view. They were to do this in step five 
of the plan by generating a large number of alternatives and ideas. In 
order to widen the approach as far as possible, managers were urged to be 
very creative at this stage, to consider no constraints on the ideas that 
they considered and were to carry out the exercise in a group which should 
Contain at least one person not familiar with present operations.
To some extent this approach did have drawbacks. The validity of
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the momentum forecast is somewhat dubious because of its lack of a truly 
objective base* Faced with a change, the organisation would normally respond 
in any case* To base the projection on last year's activities might be 
invalid because that in itself represented a reaction to the unique conditions 
of last year; to base it on average performances means taking into account 
the underlying trends in the market, judging their.reaction to other elements 
that have been identified and producing a "best guess" forecast in the light 
of all available data*
f) Creation of Tactics
The problem facing the management group at this stage was to consider 
the complete range of alternatives, assign values (revenues and costs) and 
risks to them and select those ideas that would improve on the "best guess" 
forecast in view of the performance gap* Where the gap was wide, they would 
tend to be looking at schemes that would produce big savings in cost or 
increases in revenue and would be predisposed to accept higher risks in 
order to make them.
Internal consistency was to be maintained by ensuring that chosen 
tactics related to steps one to four. In effect, this meant that tactics 
Were to focus on correcting weaknesses and building on strengths, A link 
Was to be provided between the overall tactical objective and the method, 
responsibility and timing of its implementation and a measure was to be 
identified to determine the situation that would exist when the objective 
Was achieved, (An example of the presentation of tactics as shovm in the 
profit plan included in the appendix.) This is an important stage in the 
development of the plan as the management group of the hotel, in developing 
strategies that interface at each level of the organisation above and below 
them, are also incorporating a way of controlling and manging its performance 
at the same time. Department heads were to be involved in the agreement of 
selected tactics and their personal assessment was to be based on the way 
in which they achieved them*
g) The Plan
The final plan, which was submitted to the group manager for approval. 
Was produced by adjusting the figures of the momentum forecast to incorporate 
the costs and revenues associated with the activities in the tactics. A 
summary was prepared.of the main points of steps one to five, to provide
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supporting arguments for the chosen tactics and to filter out material which 
did not have any direct hearing on the courses of action chosen, again a 
process of simplifying the plan. This also provided a final opportunity for 
hotel management to review the plan in total. Further revisions could he 
introduced by the group manager and the board of the company but were usually 
avoided by means of informal conferences to ensure that the plan met 
expectations,
A flow chart which usefully summarises the planning method is shown 
at the back of the manual. It should be noted that to facilitate the 
preparation of variance reports, described below, the format of plans was 
in accordance with corporate financial practice of a 4*“4“5 week/month periods. 
This was not considered to be very useful from the point of view of marketing; 
it is imagined that people fix their activities according to months and that 
the use of this procedure would make it more difficult to plan for seasonal 
factors. These difficulties were overcome the following year when the 
company switched to a 5-4—4 system, which corresponds roughly with actual 
months•
5* Implementation
The procedures and methods of the planning process were agreed and 
documented in February 1972 and the first plan to be produced by this method 
for the Cosmopolitan Hotel was scheduled for the middle of that year. As 
an untried and complex procedure, it was decided to co-ordinate the effort 
of producing the plan by means of a scheduling technique called PERT (Programme 
Evaluation and Review Technique). Accordingly, a network was produced from 
which a bar chart, listing successive activities in the form of a cascade 
(hence the name "cascade chart") was extracted to overcome the problems of 
communicating in an unfamiliar way.
The conventions used in producing the PERT network, which is shovm in 
the next two pages with the cascade chart, can be described briefly. The 
diagram is activity orientated, each line represents the described activity 
of which the beginning and end are marked by nodes. Nodes signify events, 
which are fixed in time by the activities. The number of work days allowed 
for each activity is indicated by the number shown below each line and the 
timing of activities is used to calculate the position of events. The 
earliest at which an event can occur (shown in number of days after the start 
of the project) is marked in the left quarter at the base of each node, the
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latest time at which it can take place is in the right raiarter and the 
difference between the two which may represent spare or waiting time is in 
the middle. A dotted lino indicates a Mummy activity', also used as a waitng 
period to fix the start of an event.
About half the activities in the network are summarised on the cascade 
chart. Actual dates are shown at the top of the chart and the numeric date 
(before final submission of the plan to the board) at the bottom. Two ten— 
d.ay periods are tacked on to the beginning and end of the times shown on the 
network to include a description of the activities ancillary to the main 
process, preparation and possible final recycling (revision).
It will be seen from the network that the critical path of the process 
(the longest time taken to pass from beginning to end) is 40 working days — 
eight weeks. That is a very long period over which to maintain interest in 
an administrative process like planning. There are three reasons for needing 
so much time:-
a) It was intended to use the planning process to implement a strategy .of 
decentralised management. Each department was to behave as if it were 
an independent business and its boss was solely responsible for what it 
did. This approach was intended to engender commitment to the plans that 
were produced. It will be seen from the inset on the network that this 
would involve over twenty different departments,
b) Thus a great deal of time was neeeded to co-ordinate and review the work 
produced in different areas e.g. to take the work of, say, six departments, 
copy, collate and distribute it took time; this would then have to be 
read, discussed and perhaps revised,
o) The management group was comprised predominantly of staff heads. Of a 
group of eight, five were staff heads. It was considered important to 
obtain their evaluations on aspects of the two main operational divisions 
(rooms and food and beverage). At the same time, service and support 
areas wore dependent on these departments to determine the nature of their 
ov/n activities. The volumes that operations forecast would, be reflected 
in work for back-up departments.
The first profit plan was seen through by a team of three members of 
the hotel (the "profit planning group", P.P.G., shown on the schedules) and 
it was able to work closely to the timetable shovm. It was necessary to
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give a lot of support to both line and staff managers in the production of 
plans and this learning led to the production of the guidelines/checklist 
cvlso included in the appendix. With the manual and a case study, these 
documents formed the basis of four-day residential training seminars which 
were run in September of 1972 by the central office training department. 
During the course of the seminars, the concept of the planning process 
became accepted, though it is considered that this was as much to do with 
the attention and importance attributed to the procedure by the company, as 
with the explanation of the method. The second plan, produced by the 
"Eotel in November 1972, was put together more easily and at about 80 pages 
is less detailed than its 200+ page predecessor.
6, Control and Monitoring
As described in chapter III, a control process is needed both to 
ensure that the plan is being carried out and to evaluate the assumptions 
(the problem representations) that were made in the planning process. In 
order to do this in a limited plan, it is helpful to use what was termed 
"parametrically adaptive" controls. It will be recalled that a feature of 
adaptive control is that the values assigned to parameters were changed on 
the basis of experience. At this level it is neither necessary nor possible 
to challenge the fundamentals of the plan itself. What is being sought are 
values to improve the accuracy of its projections.
This was to take the form of a variance analysis to be carried out 
each month on the issue of the management accounts. Each divisional 
manager was to explain each variation of revenue and expense from its planned 
level in terms of the assumptions made within the plan. Variance reports 
were discussed at a meeting of the management group and corrective action 
agreed. Thus constant replanning should have taken place, Filed variance 
analyses would also represent a valuable bank of data to contribute to further 
plans.
As it was initiated, the exercise was a time-consuming one. Researching 
the explanations for each set of variances could take up to a day and the 
review meeting a further half day. The first thing to emerge from the 
procedure was an insight for the management group into the workings of the 
accounts department, which greatly reduced the aura of scientific precision 
created by its neatly balanced numbers. Differences within the accounting
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system and, indeed, a large number of other, similar, operational problems 
were able to explain a large proportion of variances. The variance control 
in itself therefore, acted as a useful tool for regulating the operations of 
the hotel. Its success in relating these operations to conditions within 
the market was less. When the control procedure was instituted in mid-1972, 
the detailed market information to support each assumption within the plan 
was not available on a monthly basis and therefore variances were explained 
in terms of effects. As the information system became more useful, there 
was a decline in the contribution of staff functions within the hotel which 
coincided with a period of instability within the accounting area. As a new 
financial controller was appointed, he represented the most important and 
powerful staff manager and his influence within a generally weak management 
group put him in a position to dominate the production of variance repots.
The considerable inaccuracy of the account£5 made him reluctant to subject 
them to detailed investigations at a time when the department was under 
Stress and variance reports came to bo produced in association with the , 
management accounts and concentrated on describing the components of variances, 
However, fhey continued to contribute to the marketing function as discussions 
during review meetings would seek to find market orientated solutions to 
revenue problems and they did stimulate examination of profile and organisation 
reports,
7• Comment
Schemes which structure the thinking processes of individuals are 
always extremely difficult to evaluate, since it is never possible to separate 
Out the basic aptitudes and skills of the people involved, the’Hawthorne' 
effect (the influence of the extra attention from outside on their behaviour) 
and the method itself. Perhaps the most well known commercially available 
methods which aim to improve problem-solving and decision-making by -
formalising the process of doing it, are those propounded by Blake/Houton^^^^ 
(who concentrate on managerial styles) and Kempner/Tregol^w^th their techniques 
of problem and decision analysis, .
The main drawback to such schemes would appear to be that they do 
not take into account the feelings or values of the decision maker nor the 
complex dnfcer-relation between those feelings and the facts that ho is to use. 
This is an important failing because it is the difference in these values 
that cause each person to represent a network of facts in a different way 
and perhaps give rise to that phenomenon known as creativity*
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There is no evidence to show that companies which engage in planning 
do "better than companies that do not. It would appear that large companies 
spend more time on planning than small ones but there is nothing to show that 
they did this before they became large companies or that this was associated 
with their growth, Whyti^ î^ ls suggested that there is a relationship between 
the decline in creativity and even in individual ways of behaving and the 
extent to which the problem environment is organised. He refers to the creation 
of an 'organisation man* by the process of selective recruitment and to the 
fact that few creative innovations stem from major companies within related 
industries. Xerox did not invent the dry copier, nor Du Pont nylon, nor 
Polaroid the Land camera, - and yet they were the companies that exploited 
them, by means of successive limited changes within their operations.
It is difficult to argue with success and this makes successful 
companies cautious. They do not want to lose what they have by indulging in 
areas with partially unknown outcomes. At least half of the process of 
finding new ways of doing things is to find new levels of order, new ways of 
representing the problem, and it is not easy to get these accepted by an 
organisation when the outcome is not -guaranteed.
In practice, as the planning method became a part of the organisation 
with less outside involvement to enforce the rigidity of the procedures, it 
became simplified. From the very start, it was not possible to wait for the 
completion of steps one to four before beginning the momentum forecast, A 
complete financial projection for the hotel needed as much time as these 
four steps together and it was completed simultaneously with them rather than 
after them. The procedure to establish performance targets remained vague. 
Corporate targets were not available in time for the first plan and the j
revisions to the final stage, requiring an enormous amount of work, set up a }
suspicion that the target would always be an upward rounding, to the nearest j
&50,000, more than the hotel said it could make, I
The development in early 1974 of a computer programme to produce the 
financial reports greatly eased the process of adjustment. However, by then, 
the process of setting targets had become much less formal. The hotel would 
adjust its momentum forecast downwards by the amount that it thought that the 
company might increase it in order to be sure of being able to reach its 
targets.
Quantified tactics were agreed in advance but were then hidden among
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a longer list of irrelevant tactics generated to provide the illusion of 
creativity. Indeed, the overall orientation of the plan was "biased towards 
supporting the financial results produced by the controller.
Much of this change must be associated with the changes in organisation 
climate and structure that have been described earlier. However, there are 
difficulties in producing highly decentralised plans, 0ns of them is detail 
and volume; one restaurant manager in the Cosmopolitan produced a sixty- 
page document for the December 1972 plan. The other is inclination; other 
department managers were disposed to make very little effort at all. Yet it 
was important to make a balanced short presentation of all aspects of the 
hotel to group management. An associated difficulty was the frequency of the 
planning effort. It was given great emphasis, took a lot of time and had to be 
undertaken twice each year. In early 1974» u crisis plan in response to the 
unexpected effects of the oil shortage followed only two months after the 
completion of the annual plan. However, the oil crisis represented one of 
the few major changes that took place within the hotel’s environment and, 
indeed, one reason why plans became shorter was that there seemed little 
point in repeating descriptions involving only very small changes. It became 
necessary only to point out changes that were perceived as significant.
But planning is a part of life, it is a continuous process and every­
body does it all the time. Perhaps a difficulty with organised planning is 
that it lacks the flexibility of its personal counterpart and also, as a 
group process, requires that individual goals be submerged. In this case it 
is not the act of planning that is at fault but the method. The importance 
Of planning as a group process may also be used to explain its progress within 
the hotel. Student groups tend to go through phases of dependence, counter- 
dependence and inter-dependence in their adjustment to new leaders and their 
ideas, - a pattern which is being observed in the acceptance of the guest 
history and which, given more time, may be seen with the planning process.
It must be accepted that the method that has been evolved does inhibit 
creativity and the attempts to overcome this within the process serve only 
to make participants consider a wider range of representations of the data 
that they have available. To this extent it is a thorough way to apply 
market information and, within the context of a supportive organisation 
climate, a practical way of introducing successive limited change. It is 
thought that major change is external to this planning method and in any case 
is suited to a higher level of management involved in developing pure
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strategies, perhaps also for organisations more structurally suited to 
respond to bigger changes, such as a holding company,
8, Use of the Market Information System Data Base for Strategic Analysis
In December 1972 it was decided to obtain, for the first time, an 
analysis of the usage pattern of the hotel with a view to using it as a strategi 
input to marketing planning. The impetus for this research came from outside 
the hotel, from the group marketing manager, though the only way in which such 
a task was possible was by using the data base of the hotel’s computer­
operated guest history. Since this had not been considered within the initial 
workings of the system, which was designed to analyse transaction data on a 
current month basis, specifications to read and analyse the master files were 
drawn up and given to A,G,B, for programming. The format of the output reports 
is described in section 2,3 of the user manual so that they might act, with 
all other upgrading of the system, as a permanent facility at the disposal of 
managers *
The analysis sought to test the hypothesis that the hotel had a core 
of regular guests who used the hotel frequently and which would thus show 
that it had a constant source of business that need only be serviced or 
Maintained, Small additional strategies could then be devised to supplement 
this identified base. The problem was therefore defined initially as 
simply identifying the nature of the repeat market.
To this end, the first modification to the system involved a procedure 
to mark the records of repeat guests within the master file and to analyse 
the characteristics of their visit distribution and room usage pattern 
against their nationality and residence. Additional profiles were also to 
be produced on the monthly visit profiles in order to monitor the level of 
repeat guests. Similarly, distribution tables by spend, room/nights and 
visits plus a summary table which also showed computed averages were prepared 
for all organisations on the master file.
Programmes were written and tested by February of 1973 and the reports 
printed in that month. This is probably the first time that a hotel has 
Carried out an analysis of its business in this way and part of the report 
that was prepared to interpret the results is shown in the appendix. By 
this time, the new guest history system had only been in operation for six 
months and since its data base was designed to stretch back only two years,
three-quarters of the output was dependent on a rather poor quality input, {
1
Perhaps the first important result of the research, not shorn in the j 
report, was to demonstrate finally the inadequacies of the previous procedures. ! 
The number of organisations recorded as using the hotel in each month leapt | 
dramatically to coincide with the introduction of company contact cards and j 
again with that of the guest history. At the same time, despite the fact that j 
the guest master file had been set up solely with the records of repeat guests, | 
it Was found that the level of individual repeat usage was actually very low,— ;
between 23 and 24^ *. However, it was impossible to reconcile this figure, in | 
conjunction with the data on average length of stay and the occupancy of the ! 
hotel, with the number of registration cards still on file within the hotel. i 
It was this descrepancy that led to the discovery of the informal purges and 
destruction of records that had been necessary to contain the siae of the 
file.
Apart from the low proportion that they formed of all hotel users, 
nothing very startling was discovered about individual repeat guests. They 
seemed to display the same characteristics, in terms of nationality and 
usership, as guests who had visited the hotel on only one occasion. Three- 
quarters of all repeat guests had only made two visits, which statistic 
tended to underlie the basic mobility of the market. However, it was possible 
to point out that in a comparison of markets of equal volume (in terms of 
resident population), the proportion of guests from the U.S.A. only just 
exceeded that of guests from the E.E.C,, though it was far in excess of that 
of any single European country. Logically, this did not match the rationale 
of a Europe that offered a larger potential market (Europeans travel to 
foreign countries more often and in larger numbers than Americans) within 
easy proximity and seemed to suggest that this bias was associated with the 
previous American ownership of the hotel and a correspondingly greater sales 
effort over there. It was therefore proposed that this under-exploitation 
of European markets be corrected and the intelligence reports on the nature 
of the market potential in the E.E.C, and Japan were issued to support 
the sales effort.
Since this usage pattern did not meet the • postulate of the 
marketing hypothesis, the concept of "repeat user" was widened to include 
organisations. Thus a repeat user could be an individual who had made more 
than one visit or an, organisation which had provided more than one visitor 
i.e. two visits from different people belonging to the same organisation 
would classify the organisation as a repeat user. This new representation
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of the oonoept of a repeat user both explained the low individual usage and i
justified the development of a new marketing strategy, [
It will be seen in section II paragraph B of the report that the 
distribution of visits follows that of a typical Lorenz curve and that a 
small proportion of the organisations accounts for a large proportion of the 
utilisation* The class intervals shown were chosen for convenience but it is 
apparent that of the almost 4»500 organisations on the file at, this time, 
fewer than 100, less than 2% (93 out of 4»455) produced 4-^% of the room/ 
nights. A similar breakdown seemed to be evident across all types of 
organisation user. (indeed, it may be speculated that such a pattern must 
be characteristic of business hotel usage.)
The seasonal pattern of this utilisation was similar to that of the 
Overall seasonal pattern of the hotel, suggesting that because the proportion 
of repeat users remained fairly constant, this was either a reflection of 
demand or that during peak business activity, organisations were prevented 
from obtaining a higher proportion of rooms owing to the presence of tourists 
and other transient guests.
It was further estimated, based on the rates at which data collection 
improvements had "increased" both the proportion of repeat usage and the 
number of room/nights used by organisations, that 80,000 room/nights not 
included in the analysis had been sold to organisation users within the period 
under review. It was therefore suggested that 4 out of 5 room/nights were 
sold to repeat users and that the difficulties that the hotel was experiencing 
in relation to its competitors within the information exchange were due to a 
lack of attention to this small proportion of the market, 37 of the top 93 
accounts were producing a declining level of business.
Not all of these conclusions are clearly supported by the data avail­
able, For example, further studies should have been carried out against the 
improving data base and the repeat individuals should have been cross checked 
against any organisations to which they might belong. However, the represent­
ation of data that was chosen did lead to the development of a strategy, A 
separate study was carried out to determine recommended levels of tourist 
group occupancy within the hotel and a policy was established to fix the 
maximum sise and level of such occupancy. The nature of the sales effort 
Was to be redirected into maintaining oontaots with repeat users. The success 
of this policy was to be monitored through the monthly guest history reports
L.
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and later through the summary organisation and exception reports.
Over the remainder of the year, group occupancy was reduced towards 
the recommended levels, the hotel was able to match the performance of its 
rivals in terms of occupancy and increase its average room rate (price) by 
over £1,00 owing to the reduced level of discounted business. To this extent 
the strategy was "correct".
It is considered that the ability to reconsider its position by 
analysing its total business pattern in such detail provided the hotel with 
a valuable aid to identifying and implementing limited marketing strategies. | 
It is easy to see how it could be extended to cover many aspects of the hotel's t 
marketing position by providing summary analyses of the business mix. However, ;Iit is worth pointing out that the selected strategy resulted from choosing to j 
represent the data in a particular way. The concept was a new and useful one ; 
but the decision that it produced was "self-validating" in that to concentrate 
or. a few high volume users could be expected to offset discounted marginal use ! 
and that it also involved little risk.
THE FEEDBACK AND MANAGEMENT OF MARKICT INFORMATION CIUvPTER IX
1. Using Market Information
The first time that the strategy of attempting to maximise repeat 
usage was developed followed the first and infinitely cruder analysis of the 
business mix of the hotel referred to in section 1 of chapter 1^1, when a 
profile vras made up by sampling the data available in the files of the hotel. 
This took place in mid-1971 at a time when the Cosmopolitan' was under some 
pressure from its competitors. The information exchange suggested that this 
decline may have been associated with the pricing (and therefore the mix of 
market segments to which the hotel was being sold). In addition, the hotel's 
name (and image) had been changed and the selling strength of competitors 
had increased.
In view of these conditions and the data from the profile analysis, it 
Was reasoned that a change in approach was needed to manage the selling effort. 
Instead of accepting business as and when it was available, a profile had to 
be established of users that would maximise the price and number of rooms 
sold. Having selected such a pattern, it was suggested that it be established 
&nd maintained through the sales effort. Direct selling would then assume 
two functions: servicing existing business in order to 'protect' it from
competition and creating new business.
To support this, it was pointed out that the market potential for 
accomodation was world wide and that it was difficult to use indirect sales 
techniauos effectively. The exposure of (say) any single piece.of advertising
would be relatively limited. However, onco someone used the hotel they
became part of a known market, likely to return if satisfied. Money invested 
in selling things to this market - more frequent visits, longer stays, wider 
use of the hotel facilities — was more likely to show a higher return. 
Furthermore, direct selling was of importance to what may be called phase two 
of the decision lead time. In choosing to make a purchase, the buyer goes 
through an "intellectual" lead time during which he becomes aware of his need 
for the product and goes through the decision of selecting a brand and a
method of purchase. The length of this period must vary but it is not known
and it is at this stage that indirect selling of a new (unknown) product is of 
most value. When the buyer first interacts with the hotel, — that is, when 
he places an order by making a reservation, - is the second and final phase
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of his waiting period in advance of purchase# This lead time may be known 
and profile data indicated that it was very short, less than seven days for 
more than half of all reservations. It was thought that direct sales would 
influence this action step, by maintaining awareness of the product and by 
reinforcing the attitude learning derived from previous visits,
A possible danger of this approach, that of an increasingly narrow 
marketing base, was to be avoided by policy/planning decisions which were to 
select a balance of market segments that would both avoid dependence on 
narrow sections of the market and complement each other's demand in a way that 
would even out seasonal fluctuations. On presentation of the profile analysis 
therefore, it was proposed to produce segmented occupancy forecasts which 
would not only break down the required volume of business by its source and 
type, but which would be used to monitor the performance of the selling effort. 
The actual cumulative build-up of sales was to be matched against a, target 
in the same way as the final total, so that shortfalls might be identified in 
advance and thus allow for replanning.
In fact, this proposal to provide an executive link in the chain data 
identification-collection-analysis-interpretation-action took an additional 
step of drafting the job description for a co-ordinator who was to work for 
the sales manager in the administration of the sales effort. The cycle that 
Was to be developed, showi diagrammatically below, was introduced twice during 
the course of the M.I.S, development. Each time it was designed to implement 
the planning and control used by each of the two operating companies.
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2e Sales Control Procedure I
a) The Sales Administrative Assistant: In August 1971» a job description was 
created for this post to explain how the data from within the hotel and from 
external sources was to be co-ordinated for the direction of the sales effort. 
The two main data banks were the contact cards in the rooms and banqueting 
division and the administrator was to be responsible for producing the 
analyses of these cards, as described earlier, and for ensuring that sales 
information was fed back to the operating department. In addition, he or she 
Was to stage manage promotional activities by monitoring journals, magazines, 
Newspapers and other media to note details of exhibitions, product launches 
or conferences that might provide sales leads and to investigate regular 
special events such as public holidays, national days, religious festivals, 
political triumphs etc. that might give rise to business. At the same time, 
other market intelligence detected from these sources was to be filed or 
circulated.
The clerical functions of the job involved establishing contact by 
telephone or letter with identified prospects and of organising mailing 
promotions. An attempt was also made to close the gap and compensate for 
difficulties in the organisation structure and work flow that divided the 
responsibility for selling between the operating and the sales department,- 
In this role, the administrator was to strengthen the liason between 
operations, sales and marketing services to the extent of operating the 
contact card procedures or producing summary reports where necessary. (An 
example of "protecting" market information systems.) Finally, as an assistant 
to the sales manager, the administrator was to provide secretarial services.
b) The Sales Trace System: With the set up of the administrator's job in 
August, the way was opened to improve the management of the sales force itself. 
Salesmen within the hotel kept very few records of their activities. Each 
person might keep a diary of his personal contacts but these were only co­
ordinated informally and duplication of effort was only avoided because 
salesmen were assigned to different products (rooms, banqueting) or to 
different market segments (travel agents, diplomatic, business, house).
This lack of records stemmed partly from a failure to use a planned approach 
to selling and partly from the problems associated with measuring the effect 
Of sales calls; the difficulty of islating the marginal revenue was increased 
by the disinclination of salesmen to have their performance analysed. As a 
result, effort was not co-ordinated, indirect selling techniques were not
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linked to direct ones and it was impossible to concentrate salesmen's time 
into producing business for off-peak periods. Each separate sales initiative 
was in a different direction and had little cumulative effect; at the same 
time, salesmen were relying for repeat business on a handful of well known 
contacts.
In order to give the sales manager even a superficial representation 
of what the sales team were doing, a record system was devised. Once again, 
the principal was simply to bring all the data relevant to this activity into 
One place. An example of the sales trace card which was devised is shown in 
the appendix. Cards were colour coded by market segment — seven colours were 
used for different organisation types and for individuals. Details of the 
organisation and of personal contacts within it were to be recorded on the 
front and a note of each sales approach made on the reverse. After each 
approach, salesmen would suggest a trace date which the administrator would 
use to tag the card with a small colour-coded peg. Thus, at the beginning of 
each month, all the organisation cards due to be serviced could be extracted 
from the file, and the confimad business section on the front of the card 
brought up to date by using the contact cards from the operating departments. 
The cards would then be distributed among the salesmen who were now provided 
with details of their previous sales activity and a measure of the importance 
of the contact in terms of the business it produced. A card was to be 
Opened for each new contact. At the end of each week, completed cards were 
to be passed to the sales manager for review or a summary weekly activity 
sheet was to be posted in, both to enable the manager to check progress and 
ensure completion of the cards.
The introduction of the cards closed the loop between the records 
within operating departments and those of sales. Equally important, it 
permitted a scheduling and co-ordination of the sales effort for the first 
time. Regular contacts could be maintained, work loads could be planned. As 
with other pools of data, sales were now in a position to analyse 
their performance and to use the information to identify market segments in 
which additional sales activity could take place.
c) The Segmented Occupancy Forecast: Having established an organisation
structure and a procedure to control the sales force, it was necessary to i
devise a basis for giving them direction. This was to be achieved by providing j
!a forecast drawn up in sufficient detail to produce warning signals in advance 
of the development of shortfalls in demand,by moans of a continuous comparison ;
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of the state of affairs that should exist against that which did exist. That 
is to say.that a lead time or cumulative sales profile was to he applied to 
the final forecast.
In 1971» plans were produced for the hotel by a staff department called
management services. Their main orientation was towards the financial system0and they would ther^ore use techniques to project the statistics of the hotel’s 
operation into the coming year. The end result was an (accurate) momentum 
forecast. The only problem with such plans was that they took little account 
of the actual marketing situation of the hotel and changes in the marketing 
posture were effected as reactions to the conditions that prevailed throughout 
the year.
The segmented forecast took the plan for 1972 and applied to it the 
profile data from the situation analysis to show weekday and weekend volumes 
separately and to segment the market by group and transient (individual) 
travelling for business or pleasure. This showed large amounts of spare 
Capacity at weekends and indicated the correlation between group and individual 
seasonal occupancy.
A proposal was then made to use a marketing strategy to increase 
occupancy by regulating the business mix (between discounted group and other 
business) and sources of demand, so that overdependence on one segment was 
avoided. The strategy involved an increase in group occupancy at weekends 
and was chosen because such sales could be made directly to organised sections 
of the market and would therefore provide a directly measureable target for 
the sales team. A figure of §>100,000 of sales was selected and this was to 
increase the planned occupancy of the hotel by 3^ , A breakdown, of the target 
by month, market segment and weekly period was then shown separately. To 
regulate its source of origin, geographically and by distribution channel, 
and provide measures of performance for the other sales offices which the 
company ran in Europe and North America, two further analyses (in percentage 
and room/night totals) were shown, and price was to be controlled against 
these by means of a revenue target. Finally, the projected lead times against 
which this business should be sold w^ as shoivn. It was therefore intended that 
progress be reviewed monthly and new action devised where future shortfalls 
were indicated. For example, if by May 1972 $50,000 of business should have 
been booked for June and only $30,000 had been sold, new plans could be 
devised in advance to reach the target. In addition, sales could be compared 
area for area, actual against plan, making it possible to pinpoint the exact
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problem so that it might bo just group sales, or business from Prance, or 
the room rates which were being achieved, that was causing the problem. By 
narrowing the problem and describing it more accurately, it should have been 
possible to operate alternative solutions more effectively,
cî) Comment on Sales Control Procedure I: The implementation of the final step 
of segmented and controlled forecasts did not take place, owing to the take­
over of the hotel. However, there is some doubt as to its probable application 
in any case. The final report contained seven tables of numbers, in its 
presentation of a new idea to the sales manager and the assistant general 
manager. Although the way had been slightly prepared by the profile analysis 
in August, neither of these men were very numerate and were somewhat taken 
aback by the apparent complexity of the proposal. The rate of change was also 
very rapid, the procedure to monitor the sales force was being introduced at 
the same time, though it is interesting to note that a segmented forecast is a 
means of measuring a sales manager as much as salesmen and this could also 
contribute to a lack of support.
However, both the other improvements to sales management were accepted* 
The administrator's role was incorporated into the job descriptions of each 
of the secretaries, which were rewritten to take it into account and the 
tracing procedure was operated throughout 1972, until the development of its 
more sophisticated successor* The main advantage of this was that its extreme 
simplicity accustomed salesmen to keeping records. It would seem that in the 
Case of a department with little inclination to administrative organisation, 
this slower pace is more acceptable* The need to introduce better measures 
of performance was associated with the quantified tactics of the profit 
planning process in late 1972 which led to a reworking of these principals.
3o Sales Control Procedure II
a) Description
By the end of 1972, with the successful establishment of the profit
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planning procedure with its market information input and its "quantified 
tactics" output, it was once more apparent that a better method of co­
ordinating the sales effort in relation to the market and the plan was 
required. This need was strengthened by the creation of a new divisional 
structure in the sales department, brought about by the acquisition of a 
second hotel, the Écedown,, at London airport.
Thus a more complete set of sales records and procedures was devised 
which would not only record what had actually been done but would both 
interface with the market information guest histories and lend itself to the 
analysis and interpretation of results. Two procedure manuals were devised; 
a complete version which described all aspects of the procedure was provided 
for the use of sales co—ordinators (previously called sales administrators) 
and- is shown in the appendix. In addition, a very short second manual was 
produced specifically to inform the salesmen (as the prime source of data) of 
the total procedure's function and their role in its performance.
The procedure comprised three basic parts: a record/filing section,
status-reporting procedures and an availability or plan comparison. Ideally, 
the whole procedure should have been mechanised, since the continuous re­
production and recycling of data was extremely laborious to maintain by hand. 
However, neither the time nor the (financial) resources were available to do 
this and a manual system was developed that might be upgraded in this way at 
a later stage. It also linked closely with the rooms guest history system.
Basically, the procedures were designed to meet six primary objectives:
i) provide a summary document for all sales data on each contact organisatior 
ii) protect the security of data 
iii) ensure that salesmen collect and possess all relevant data for each 
sales contact
iv) facilitate the analysis of both stored and transaction data 
v) support the continuous evaluation of sales performance with management 
information
Vi) provide the mechanics for tracing contacts at randomly varying intervals.
The immediate difficulties of the procedures that were developed are 
quickly apparent from a description of their workings. Initial contacts with 
each new organisation were noted on an account appraisal form (cold call 
report) and then copied on to a master record which v^ as held permanently in
195 -
the main filing system. Each master was also accompanied by a salesman's 
activity card which was removed from the main file for completion on each 
subsequent sales contact. The data on both cards was kept approximately 
identical by transferring slips of paper from one to the other. Finally, on 
completion of each activity card, the salesman also filled in his daily sales 
activity sheet which was the document used to form the basis of the sales 
analysis at the end of each week.
Weekly summaries were produced by the co-ordinator who also maintained 
the file and collected details of market intelligence and actual business.
The summaries showed both the confirmed and unconfirmed business sold by each 
salesman on a cumulative basis and compared that with his or her planned 
sales target (which should relate to the profit plan). These reports were in 
turn checked and summarised by the sales manager who could also produce ratios 
Which provided measures of the rate (or frequency), cost and productivity of 
Sales contacts per salesman.
It was also necessary to re-represent the status of sales activities 
in terms of the mix of business being achieved and this was done by means of 
a separate analysis of the booking diary. Each month, a booking status 
analysis form was completed in this. way.
Finally, in order constantly to compare the sales achieved with short­
falls in demand, a couple of availability charts were introduced for the 
weekly completion of the banqueting and rooms division managers. Overall 
progress was re-communicated to the sales team through wall charts, so that 
each member would be able to understand the need for changes in the direction 
and intensity of the sales effort.
A timetable of the completion of each document was included within 
the manual. It will be noted that, with the availability charts, the total 
procedure consists of fourteen separate pieces of paper, though the actual 
time burden on the salesman was very small. Originally, it was intended to 
incorporate the call report forms into a sales pack of promotional material 
and checklists, to remind the salesman to spend the five or so minutes 
needed to record the details of oach contact at the end of each visit. At 
most, it would take each salesman no more than thirty minutes per day to 
provide essential intelligence do,ta.
On the other hand, it was found that the co—ordinatorb work load for
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the Cosmopolitan which involved maintaining the procédures for three sales­
men and a sales manager, almost fully occupied each week. In each year 
therefore, the cost of the co-ordinator's time plus the materials (forms and 
filing equipment) used, would cost over £2,000.
b) Comment
The procedures were designed with little initial input from the sales 
team. A package was presented to them and changes were made to it in response 
to their requirements - for example, the cold call report form was an addition 
which they requested — but the basic concept of recording and analysis was 
not greatly altered. During the design of the guest history system, the 
involvement of user departments had been allowed to influence the nature of 
the outputs". Their influence was not very great during the actual system 
design, though it had resulted in the production of a report (guest bank 
details) which was never used. Users wore invited to comment on procedures 
to develop new ways of doing some things that were already being done.
However, market information and planning were not seen as primary 
objectives but as incidental ones. Managers were more concerned to be doing 
things than to be thinking about them, which is why the systematic co- |
ordination of information systems had not been developed over the twelve :
years of the hotel's existence. The original brief for a sales control 
system was basically a reaction from the sales manager who was being asked I
what his salesmen were doing and was required to analyse their performance !
for planning purposes. |
ITo design such a system 'in isolation' is therefore justified on the !
basis that the form in which the analysis is represented is a decision of |
understanding, a discretionary representation which was intended to relate to j
the way in which other market information and the planning process were used. ;
Conditions such as these do not lend themselves to a team approach. The |Imechanics of the system were approved by the general sales manager so that he j
could be sure that the data concerning the movements and activities of his |
sales team,presented him with the data that he required. However, since the j
skills required for marketing planning and for selling are not always the same, i
the format of the reports followed a normative pattern, j
I
Designed and produced within two months, the procedures were introduced j
first into the 7OO bedroom Hoedown. Hotel and were only brought to the j
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Cosmopolitan in the second half of 1973 when the new strategy for high repeat 
usage, based on the guest history output, demanded a more sophisticated 
method of monitoring the sales effort. Perhaps because of familiarity with 
the contact cards, the new sales records were accepted more easily at the 
Cosmopolitan' than at the Hbedowh , though both units operated it successfully» 
Less successful was the interpretation of the market information which the 
reporting procedures were producing.
Ideally, the market intelligence fed into the sales system should give 
rise to plans which were controlled by these procedures. Analysis of the 
results of sales activity could then be used to refine existing plans and 
develop new ones. Measures of effectiveness in terms of cost and productivity 
were to have been regarded as an essential input to the formulation of call 
Patterns, .Unfortunately, they were also perceived as the basis for policing 
salesmen and were therefore resisted or discounted. This process was made 
easier by the fact that, in the absence of staff functions, marketing planning 
was in the hands of the general manager of the hotel. He was not used to 
thinking in marketing terras and was not convinced of either the need for, or 
effectiveness of, concepts which would improve the rate of return on his 
spending on sales.
The survival of the procedures at the Cosmopolitan ' can be attributed 
to a continued demand for market information, for the planning process and 
the gradual realisation by the sales manager that the mechanical aspects of 
the contro-1 process (who was doing what and with what result) wore important 
to his continued ability to regulate the overall pattern of activities. In 
fact, as the procedures were introduced into the .•Cosmopolitan a further 
change in organisation structure weakened the links between the sales forces 
of the two hotels. As the guest history was dropped at the Hoedot-m,, ,• so, in 
mid-1974, v/as the sales trace procedure. It is thought that these two actions 
were completely linked, without the market information and interpretation 
from one, the other could not exist. The reasons for both of these failures
were both the sheer size of the hotel and the associated high volumes that
this produced and the difficulties experienced by the company in managing such
a complex new enterprise. Conversely, at the Cosmopolitan both procedures
became increasingly accepted.
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4c Sales Evaluation
Perhaps the lack of trust shown in the measures of sales effectiveness 
was related to an evaluation of the sales contact cards carried out one year 
earlier in February 1972® Over a period of three weeks, two girls were 
employed to cross check the data on both the sales and company contact cards, 
with a view to identifying major hotel users and with preparing a direct 
comparison between the volume of trade experienced from organisations before 
and after a visit by the sales team.
Each of the 246 contacts made by sales in the five—month period 
October 1971 to February 1972 was checked and a list was made of actual 
business recorded for each organisation over the previous twelve months* A 
monthly average was then calculated in order somewhat to offset seasonal 
effects® The average monthly business recorded after the sales call was 
assumed to have resulted from that call and this calculation was biased in 
favour of the sales team by attributing the entire month's business to that 
Call, even if it took place at the end of the month. The difference between 
the annual average and the post sales call average was recorded as a gain or 
a loss. The entire comparison was summarised in the form of a table 
accompanied by a short report, extracts of which are shovm in the appendix.
The net result of the comparison was found to be an absolute drop in 
business over the whole group of just over 9 room/nights and a ratio of 
productive to unproductive calls was 1:6,5® Some factors which could be used 
to mitigate this result were the poor state of the records and the fact that 
the first quarter of the year is an off-peak period. At the same time, it is
also clear that a salesman can have little influence on when a company uses
a hotel but only on the choice of hotel which it makes when the time comes.
On the other hand, selling from 1971 into 1972 was selling from a weak into 
a strong year and in any case, seasonal factors should have been partly off­
set by the nature of the analysis. The main point made by the report was that
more intensive planning and consideration was required, both in determining 
sales calling patterns and in allocating the mix of resources to tasks (i.e. 
the balance of indirect to direct sales techniques).
Since it was discussed in a meeting with the general manager, the sales 
team took to the conclusions of the report with some resentment, although its 
statements were never used in a punitive way. The method of the evaluation 
was crude but the concept on which it is founded is an important one. It
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should he possible to demonstrate the effect of the sales effort within the 
market place and that effect must be capable of being related to strategies 
which are based on the interpretation of market information* â great deal 
of sales activity over the next year was focused on the midlands, largely 
because this area contained the home town of the sales manager. As in other 
situations, confronted by a complex, problem, in a stress situation (how to 
increase the business of the Cosmopolitan ) a (sales) manager may tend to 
reduce the problem to a familiar and less anxious level (how to increase the 
business of the Cosmopolitan from the midlands). This kind of solution is 
the result of the failure to incorporate a marketing planning function within 
the organisation structure of the hotel or the company, coupled with a lack 
of insight which prevented the choice of a correct problem representation.
This kind of evaluation did provide an opportunity to re-examine the 
effect of the sales team in a new way and it is considered that it should 
have been repeated as an exercise, perhaps every six months. To do so could 
have provided a basis for continually refining the effectivonesG of direct 
selling, it would have added a capacity for learning to the sales control 
system and thus upgraded the control procedure to the adaptive parametric 
level described earlier. Without it, the reports from sales control 
procedure II obscured the * true’or’incremental’ contribution of the sales 
team with the activities that they undertook to achieve it.
I
I
PART 3 THE EVALUATIOI
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SUMMHY AND CONCLUSIONS CHAPTER X
1• Summary
1.1, An objective was set to establish a structure for the flow of information 
within a hotel, that would lend itself to strengthening the hotel's 
marketing position. Such strengthening was to be achieved by means of 
"better" decision making.
1.2,."Better" decision-making was defined in terms of developing solutions 
to the problems of the hotel, as an organisation, that would increase 
its chances of survival within its environment,
1.3. Terms of reference were set by the highest level of hotel management,
1.4. A conceptual framework was developed to identify the elements of the 
problem environment,
1.5. Interviews were conducted with senior department heads and managers in 
order to compare their perception of problems with that of the framework. 
It became apparent, that problem solving took place on a widely varying 
and fluctuating basis which led to much internal inconsistency,
1.6. To reduce this inconsistency, information need profiles were generated on 
a normative basis to act as a foundation for the standardisation of 
identifying and solving problems,
1,7* The single central concept represented by this data base was to act as 
the nucleus for future actions in conditions of risk, uncertainty and 
ignorance. It was to embody corporate learning and to change the
orientation of decision—taking from a historical to a futuristic
perspective. The ability to sense and predict change was to be inherent 
in its pattern of growth,
1,8, Two programmes of action were initiated. Within the hotel it was
intended to make more use of available data by drawing it into one 
central point and changing the way in which it was represented^the 
biggest feature of this change was its contrast to that of the
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established management information which derived from the financial 
system® The product was examined from the point of view of its relation 
to the market and measures were devised to maintain that comparison 
continuously®
In order to bring the potential (as well as the existing) market 
within the compass of this work, the second programme manipulated data 
external to the hotel. Due to its scope, continuity assumed less 
importance than methodology, though a flow of data from the environment 
was established.
1.9» The application of market information was achieved through the development 
of a limited strategic planning procedure. This was the means to 
implementing the better decision-making described in paragraph 1,2.
1,10,A feedback and monitoring loop to the total system was introduced with 
the development of sales control procedures- Decisions generated by 
the planning process were put into effect by all departments of the 
hotel and were monitored through their financial impact. The sales 
department therefore required a separate monitor of its impact and its 
effect on potential markets.
2, Evaluation of Methodology
2.1. The system was required to establish relationships between present and
future events and to create levels of order within which the hotel could 
function. It is considered that the continued application of the main 
constituents of the system are a measure that this was achieved.
However, there is little doubt that the lack of a long terEi planning 
strategy, at a corporate level, which would establish an overall 
objective for the operation of the hotel, greatly impaired the
effectiveness of the decisions that were taken.
2.2. More internal training and ongoing management support would also have 
contributed to the effectiveness of the system in the short term. A 
lack of appreciation of marketing skills became particularly evident 
after the takeover of the hotel in 1972 when the focus of attention was 
concentrated on the output of financial data. So that, although 
marketing information' constituted a major influence on the function of 
plans, their execution was monitored financially. The result can be
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likened to planning a jonrney with a road map, but measuring the progress 
of the car only from the dashboard instrumentation without looking out of 
the windows,
2.3, Clearly a more imaginative use of mathematical and statistical 
techniques.is of value in presenting the extant position of the 
business to its management^ io- order to explain the descriptive, 
historical data of its accounts,
2.4* The use of both continuous and discontinuous survey techniques in 
the management and development of hotel products was established.
Many hotels are afraid to interfere with their market in this way 
but this is an apparently effective way to measure the product/ 
market match, particularly of complex products such as 
food and beverage operations,
2.5* Application of the skills of a computer bureau to manage the machine 
processing of data can be likened to the use of any consultant or 
specialist. However it is considered that the hotel was particularly 
fortunate in being able to work with a bureau that was prepared to 
meet its needs so closely. At the time of writing no "package 
programmes" are available which would support similar applications 
and no other hotel analyses or applies its marketing data to such 
an extent, as far as is known.
3. Evaluation of the System
3.1, It is considered that the system meets the definitions and requirements 
described in chapter I of this thesis. As such it provided a 
continuous flow of market information and advanced the level at 
which representations of the problem environment were made.
However it did not reach the stage of sensing future changes, nor did
it provide a predictive model. Though it did improve the process
of analysis and perhaps therfore led to a more searching consideration 
of the interaction of elements within the marketing problem,
3,2c The system appears to have acontribution to make to hotels operating 
in different market conditions* It continues to function in the 
Hotel a medium sise, city centre, luxury hotel. After an initial
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rejection, parts of it - the guest history,product evaluation, 
planning process - were re-installed in the Hoedown,. a large, 
out-of-town, airport hotel, A response to change occurs in o,ny system 
that is to survive and the method of collection and analysis of 
market information must he a function of the marketing environment 
and the organisation in which it takes place. With this in mind, 
it is suggested that operating systems of this kind could he justified 
in different types of hotel.
3,3. It is apparent that a purely mechanical or highly structured moans
of collecting market information would he inappropriate to a service 
industry. The framework that is provided must allow for the social process 
of operating and decision taking. Acceptance of the procedures within 
the system was partly achieved hy the personal re-discovery hy its 
users of their value. The most important example of this occurred 
indirectly when the general manager was able to use the guest history 
procedures to produce listings not envisaged in the original concept,
3,4» The social process of decision-taking was an ultimate and critical
step in the application of the market information. Mere presentation 
of more information is of no value and cannot influence the course of 
events, unless it is applied. After the take-over of the Cosmopolitan 
Hotel there was a decline in the marketing and administrative functions 
of the hotel which diminished the potential contribution of the
market information system. Thus, in late 1973» early 1974» as business
conditions within the city of London declined, the hotel was not able 
to out-perforrn its competitors. This is considered to be directly 
attributed to failures within these two functions.
4» The Effect of The Organisation
4,1c The Cosmopolitan Hotel is a relatively small business unit in an industry
noted for its indifference to research and development, particularly at 
the level of the individual hotel. The procedures within' the system 
were devised independantly of the traditional activities of the hotel 
and even a separate accounting category was set up to record its charges. 
As a result, it was probably the only system within the unit that w%s 
independently costed and reviewed. Thus, the resources committed to it, 
although small within the context of the hotel's annual turnover
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(-3aiï»®)s appeared relatively large, particularly since its associated 
benefits were not quantified. The project was therefore limited in 
scope and extent to that which could be achieved by one person 
with a constantly scrutinised budget,
4«2e Of most particular value, especially in the early stages of the
project, was the organisation climate of the Cosmopolitan Hotel,
This open, supportive, atmosphere coupled with the team approach to 
management adopted by the general manager provided a great deal of 
freedom in which the foundations of the system could be laid. It also 
ensured that new techniques were received without feelings of threat 
by the department heads who worked with them. The company had a,t that 
time, a reputation of using a creative approach to its problems.
After the take-over and later, with the change of general manager, 
a marked differance could be observed. The open exchange of ideas 
lessened and change was perceived more circumspectly. Managers became 
suspicious of new ideas and unsure of,.their role, due to frequent shifts 
of policy and personnel,
4.3, Associated with this change in atmosphere, the information produced 
by the information system developed an additional use as a ’weapon', 
to be used in the course of inter-departmental battles. The rooms 
division manager used data’\from the guest history to weaken the 
position of the sales manager. This, of course, increased the hostility 
of that manager to such information,
4.4, There is no doubt that, coupled with the dearth of training support, 
data was not adequately filtered and condensed before presentation.
The greatest pressure on a manager was to derive the immediate 
satisfactions associated with the solution of operational problems 
in the short term. Using market information to. solve problems could 
only lead to results in the medium term, say six to nine months, 
additionally, any improvements in performance may then not have been
'directly credited to the ’right* manager. Thus the work involved in the 
interpretation of a report or analysis may not have seemed "worth the 
effort " and this suggests that a simpler, more obvious, link between 
information and courses of action was desireable.
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5* The Nature and Importance of Market Information Systems in a Hotel
5*1. The primary source of management information in many small and medium 
sipe businesses is most frequently the accounting system, Even many 
large companies take their most serious decisions on the advice of their 
accountants.and it is unsurprising that hotels should copy this practice,
5-2. According to the hotel investment study conducted by the hotel and(^ ) ,catering economic development committee in 1971» less than 3% of hotels 
in the U, K, had 51 bedrooms or more. Thus, the modal hotel business
is a small one with perhaps few resources to develop: systems.
Since businesses are obliged to keep accounts by law, these accounts 
often represent or are considered to represent the only conceptual and
"scientific" model of the operation,
c T w as Woolf} 'indicates, . _ .  ^ . . .... .5*3. However,/there are a great number of deficiencies within current .
accounting practices which render business accounts inadequate as the 
sole tool for guiding the course of the business. Some of these
failings have come to light in recent years with events such as, the
take-over of ASI by GSO (in which a £10m profit became a &4*5m loss), 
the Pergaramon/[jeasco saga (which involved a dispute over the value of 
assets) and, most recently, the failure of Court Line, which published
most misleading accounts at the end of 1973*
5*4* The accountant is often seen and used by other managers as the only 
"business scientist" within the hotel. As such he often acts as a 
consultant on matters for which his trade equips him poorly,
(a) The methods of accounting were formed in a bygone era and 
techniques not required in that time are still regarded as 
irrelevant. The relation of marketing planning to other business 
systems is not generally acknowledged,
(b) Accounts are historically orientated and are not designed to 
identify key factors relevant to current much less future , 
operations.
(c) Interpretation of the legal requirements for accounting records 
is held to require the maintenance of minimal records, "proper 
books of account", which again cannot reflect the dynamics of 
business performance.
5,5. In a hotel the importance of cultural, social and political trends are
T
paramount to the future performance of the business.
5,6. Thus, the importance of a marketing informatiohf system, which acts 
as the prime determinant of planning activities and forms the 
basis of evaluating the effectiveness and relevance of those 
activities, is also paramount,
5#7* It is therefore concluded that market information systems of the 
type described are both viable and necessary requirements of 
hotels in the future.
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APPENDIX A
Cosmopolitan Hotel - Trend analysis 1967-1972
(.Tables and graphs to analyse the trend of rooms and restaurant revenue.)
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51333 4278 “55J 3937 4266 92
51039 4253 -25A 3547 4243 84
50797 4233 -20S' 4063 4220 9650470 4206 -270 4751 4171 11449632 4136 “70N 4526 4134 109
49571 4131 “5D 4834 4142 11749827 4152 21J 4163 4137 101 10249464 4122 -30P 3946 4124 96 9549516 4126 4M 4199 4125 102 10249492 4124 -2A 3762 4147' 91 9750029 4169 45M 4255 4182 102 9750338 4195 26J 3844 4212 91 8650734 4228 33J 3574 88A 3599 838 4039 . 980 5288 120IT 4835 110D 5230 119
GOOMOI-CT.ITAIÎ ik;tET,
Tronl .Analysis
Restaurant Dinner Covers
time covers M.A.T. M e A 0 A e trend smoothed sea;figures fac
J 6462
P 5849
H 6648
A 7172
M 8471
J 7709
88293 7358J 7SI7 . 7358 10688285 7357A 7145 7375 9788704 7392 35S 8241 7390 11288643 7387 ”50 8720 7380 11088470 7373 "14N 7511 7350 10288467 7372 -1D 6548 7370 89
88943 7412 40J 6454 7449 8789619 7468 56F 6268 7491 8490155 7513 45M 6587 7527 6890487 7541 28A 6999 7555 9390829 7569 28M 8464 7589 11292396 7608 39J 8185 7630 10791811 7651 43J 8493 7675 11092372 7698 47A 7681 7708 100
92602 7717 19S 8573 7737 11093066 7756 390 9062 7782 115
93700 7808 52N 7978 7GII 102
93758 7813 5D 7063 7822 8993973 7831 19J 7015 7826 89
93849 7820 "11F 6498 7824 8293938 7828 8M 7051 7842 90• 94256 7855 27
2 2 5.,
2 3 6.
C o s m o p o l i t a n  ïîotel R e s t a u r a n t  D i n n e r  C o v e r s  T r e n d  A n a l y s i s  ( c o n t , )
time covers M.A/T.. î4 * A oA trend smoothed seasonal aver;fi^nres
7855
factor seaS'
A 7633 94246 7854 "^1 97M 8522 7836 109
93810 7818 -"36
7814J 8400 107* 93719 7810 ~8J 8369 92900 7742 “68 7776 108A 7770 92658 7722 “20 7732 100S 8391
92537 7714 “8
7718 115
0 9052 . 92409 7701 “13
7708 117
N 7542 92163 7680 “21
7691 98
D 6972
90825 7569 “111
7625 91
J
P
M
6196
6256
6966
89814
88902
88354
7485
7409
7363
“84
“76
“46
7527
7447
7368
82
84
95
A 7469 87380 7282 “81
7323 102
M 8276
86834 7236 “46 7259 114J 7062
85944 7162 “44 7199
98
J 7358
85974 7165 3
7164 103
A 6858
85280 7107 “58 7136 96S 8343 84492 7041 “66 7074
118
0 8078
83598 6967 “I40
7004 115
N 6996
83366 6947 “20
6957 101
D 6082
83970 6998 51
6973 87
J 6226
84397 7033 35
70I6 89 87
F
M,
A.
5562
6178
6575
84267
83903
84396
7022
6992
7033
“11
“30
41
7028
7007
7013
79
89
94
82
91
97
M 8044 84678 7056 23 7045
114 112
J 7666
84888 7074 18
7065 109 104
J 7785 107A 6728 98
S 7979 1140m 85717278
116'
101D 6292 ■ 89
C O S M O P O L I T A N  H O T E L  . 
R e s t a u r a n t  L u n c h
P e r f o r m a n c e  A n a l y s i s
2 37.
ti me actual seasonal adjusted actual ass ume d ad jus ted avg daily yearcovers factor Covers avg food infla— avg food coverscheck tion chock (adjusted)
J 3442 102 3375 1.99 100 1.99 109 1P 2918 95 3072 2.05 2.05 108
m: 3353 102 3287 2.03 2.03 106A 3424 97 3530 1.94 1.94 118M 4105 97 4232 1.95 1.95 137J 3389 86 3941 1.98 1.98 131J 3042 88 3457 1.94 1.94 112A 3079 83 3710 1.93 1.93 120S 3789 ■ 98 3866 1.98 1.98 1290 5204 120 4337 1.89 1.89 140N 4179 110 3799 1.89 1.89 127D 4774 119 4012 1.97 1.97 129
J 4283 102 4199 1.84 103.61 1,78 135 2F 4044 95 4257 1.77 1.71 147M 4268 102 4184 1.77 1.71 135A 4142 97 4270 1.89 1.82 142M 4214 97 4344 1.90 1.83 140J 3638 86 4230 2,04 1.97 141J 3995 88 4540 2.05 1.98 146'A 3502 83 4219 2.05 1.98 136S 4292 98 4380 2.04 1,97 1460 5243 120 4369 2.03 1.96 141N 4926 110 4478 2.00 1.93 149D 5099 119 4285 2.13 2.06 138
J 4458 102 4371 2.05 110.05 1.86 141 3F 4095 95 4311 2.04 1.85 154M 4576 102 4486 2.02 1.84 145A 4273 97 4405 2.12 1.93 147H 4465 97 4603 2.24 2.04 148J 4103 86 4771 2.17 1.97 159J 3804 88 4323 2.18 1.98 139A 3889 83 4686 2.16 1.96 151S 4488 98 4580 2,11 1,92 1530 5192 120 4327 2.15 1.95 140N 5186 110 4715 2.15 1.95 157D 5501 119 4623 2.24 2.04 149
J 4457 102 4370 2.11 117.55 1.79 ' 141 4F 4188 95 4408 2.14 1.82 157M 4526 102 4437 2.21 1.88 143A 4600 97 4742 2.24 1,91 158M 4316 97 4449 2.33 1.98 144J 3588 86 4172 2,40 2.04 139J 3937 88 4474 2.33 1.98 144A 3547 83 4237 2.26 1.92 138S 4063 98 4146 2.30 1.96 1380 4751 120 3959 2.35 2.00 128N 4526 110 4115 2.35 2.00 137D 4834 119 4062 2.51 2.14 131
328
Gosmopolitan Hotel Performance Analysis Restaurant Lunch (cont.)
time actual seasonal adjusted actual assumed adjusted avg dailycovers factor covers avg food infla.“ avg food coverscheck tion check (adjusted)
J 4163 102 4081 2.38 123.97 1.92 130F 3946 95 4154 2.25 1.81 148H 4199 102 4117 2.25 1.81 133A 3762 97 3878 2.35 1.90 129H 4255 97 4387 2.55 2.06 142J 3844 86 4470 2.62 2.11 149J 3574 88 4061 2.57 2.07 131A 3599 83 4336 2.58 2.08 140S 4039 98 4121 2.57 2.07 1370 5288 120 4407 2:67 2.15 142w 4835 110 4395 2.63 2.12 147D 5230 119 4395 2.83 2,28 142
( R a t e  o f  i n f l a t i o n  i s  b a s e d  o n  t h e  F i n a n c i a l  T i m e s  i n d e x  o f  g r o c e r y  p r i c e s )  ■!
i
C O S M O P O L I T A N .  IIOTFT. 229
R e s t a u r a n t  D i n n e r  
P e r f o r m a n c e  A n a l y s i s
time actual seasonal adjusted actual assumed adjusted avg daily yearcovers factor covers avg food infla­ avg food coverscheck tion check (adjusted)
J 6462 87 7428 2.14 100 2.14 240 1P 5849 82 7133 2.17 2.17 255M 6648 91 7305 2.15 2.15 236A 7172 97 7394 2.19 2.19 246M 8471 112 7563 2.15 2.15 244J 7709 104 7413 2.13 2.13 247J 7817 107 7306 2.14 2,14 236A 7145 98 7291 2.11 2.11 235S 8241 114 7229 2.15 2.15 2410 8720 116 7517 2.14 2.14 242N 7511 101 7437 2.19 2.19 248D 6548 89 7357 2.41 2.41 237
J 6454 87 7418 2.19 103.61 2.11 239 2P 6268 82 7644 2.19 2.11 264H 6587 91 7238 2.20 2.12 233A 6999 97 7215 2.17 2.09 241M 8464 112 7557 2.17 2.09 244J 8185 104 7870 2.21 2,13 262J 8493 107 7937 2.25 2.17 256A 7681 98 7838 2.24 2.16 253S 8573 114 7520 2.25 2.17 2510 9062 116 7812 2.28 2.20 252N 7978 101 7899 2.30 2.22 263D 7063 89 7936 2.40 2.32 256
J 7015 87 8063 2.33 110.05 2.12 260 3P 6498 82 7924 2.34 2.13 283M 7051 91 7748 2.33 2.12 250A 7633 97 7869 2.35 2.14 262M 8522 112 7609 2.42 2.20 245J 8400 104 8077 2.41 2.19 269J 8369 107 7821 2,36 2.14 252A 7770 98 7929 2.39 2.17 256S 8891 114 7799 2.36 2.14 2600 9052 116 7803 2.41 2.19 252N 7542 101 7467 2.40 2.18 249D 6972 89 7834 2.46 2.24 253
J 6916 67 7949 2.40 117.55 2.04 256 4P 6256 82 7629 2.40 2.04 272M 6966 91 7655 2.48 2.11 247A 7469 97 7700 2.58 2.19 257M 8276 112 7389 2.60 2.21 238J 7062 104 6790 2.63 2.24 226J 7358 107 6877 2.60 2.21 222A 6858 98 6998 2.61 2.22 226S 8343 114 7318 2.61 2.22 2440 8078 116 6964 2.65 2.25 225N 6996 101 6927 2.68 2.28 232D 6082 89 6834 2.79 2.37 220
s..
Cosmopolitan Hotel Performance Analysis Restaurant Dinner (cont.)
time actual seasonal adjusted actual assumed adjusted avg 1covers factor covers avg food infla­ avg food Cove:check tion check (adj
J 6226 87 7156 2,68 123.97 2.16 231P 5562 82 6783 2.72 2,19 242M 6178 91 6789 2.71 2.19 219A 6575 97 6778 2.66 2.15 226M 8044 112 7182 2.90 2.34 232J 7666 104 7371 2,90 2*34 246J 7785 107 7276 2.88 2.32 235A 6728 98 6865 2.85 2,30 221S 7979 114 6999 2.95 2.38 2330 8571 116 7389 3.02 2.44 238N 7278 101) 7206 3.04 2.45 240D 6292 89 7070 3.30 2,66 228
(Rate of inflation is based on the Financial Times index of grocery prices)
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Reference file.......
Telephone...............
Type of Company.,
Location.
SALES CONTACT
SERVICE INTERVAL • BY SALES CALL BY SALES CALL BY
•
I ) A I
NAME o r  COMPANY/PERSON
REFERENCE FILE
DIVISION
TELEPHONE
TYPE OF COMPANY
u  sj ) ) J .)
J F M A M J J 
BANQUETING CONTACT CARD
LOCATION :
o
0
0
N
3
D
240
r
Ê ------ TYPE ENQUIRY k UNCTION
LLAU
TIME
KLVt NUL
TOTAL COVERS COMMENT
r 1 G0  0
k 1— --- 2 ^0.0. 3
r w
i'------ 4
5 O
f— ^ 6 ^
7 O
^ F.S. 0^ 8 O
9 O
CeM. uo 10 3
r. r 3 .3 "3 3 )
f
DUE ACTUAL BY II DUE 1 ACTUAL BY 1
DUE ACTUAL BY
[
1
1
A P P E N D I X  G
F i v e  d a y  f o r e c a s t  p r o c e d u r e
2 4 1"
FIVE DAY FORECAST
PROCEDURE
To explain this procedure a worked example is attached, Sample of the forms used are attached in Appendix II and the forecast numbers of uncalled JTQPma and extra departures in Appendix I.
WHAT 
Staj5;e 1
On form one enter todays date (June 21st) and the date of the next five days along the line marked ARR Date (arrival date)Along the line marked DEPT DATE (departure date) enter the arrival date plus one.
Stage II
Count the arrivals expected on the next day (June 22nd)First enter all one night stays in the box marked IN (one night) then the two night stays in the box marked 2N. Do this for each box until SN in which must be shown all stays of five nights or more.
HOW WHO
NightRecep­tionist
Using the arrivals rack for June 22nd make either a call/ off check or a gate count first for one night stays, then two nights, etc. In all, go dov/n this rack five times
Night _ Recep­tionist and Night Auditor
W H E N
04.00June22nd
04.05 June 22nd
In the same way count the arrivals on the 23rd. Enter these on the second set of blocks. All stays of four nights or more are entered in the box marked 4N+
As for the 22nd use the arrivals rack for the
As above
—2— 243
WHAT 
Stage IV
Enter the arrivals for the 24th, 25th and 26th then add up the totals in each square and write it in the inset box.
Add the totals in the inset boxes from left to right and enter the grand total at the end of each line, This shows the number of arrivals each day. On the 22nd of June this is 158.
HOW
Take the racks for the 24th, 25th 26th.
All this informa­tion is now on the top part of the reservation count sheet.
WHO WHEN
NightReceptionist
Night 04.30Recep- June 22ndtionist
Stage VI
Now add the inset totals from top to bottom and enter them in the boxes along the line "Total Out". This gives the project­ed check out each day. Thus the check out on June 23rd will be partly composed of the people checking in for one night on the 22nd and the total is 57.
On June 24th, guests who checked in for two nights on the 22nd and one night on the 23rd will all check out.Thus the total is 36 and 7=43
As above NightRecep­tionist
04.35 June 22nd
-3- 2 4 3
WHAT
Stage VII
Enter the re­servations from the rack count on the right hand column of the an­ticipated arrivals box. Now enter the totals in the reservations book. If there is a difference of more than one, recheck the rack then check the book against the rack.
HOW
Taking the right hand coluimi of the reserva­tions count (marked TOTAL IN)
WHO
NightReceptionist
WHEN
04.40 June 22nd
Stage III
Count the number of guests staying in the house to­night who are scheduled to de­part over the next five days. Do not count those staying longer than five days. Enter the totals on Form one.
The guests are Nightlisted on the Receptionistrack for June 21st on the front desk ■ as they are in the hotel at the moment
04.45 June 22nd
Stage IX
On Form Two (2) enter the checkout from the guests in the house
Use the informa­tion on Form One in the lowest box
NightReceptionist 04.55 June 22nd
Stage X
Enter the num­ber of reserva­tions expected daily from the reservation count
Stage XI
Enter the fore­cast number of extra departures and uncalled rooms on Form Two (by day of week)
The information is in the "rack" colLuim of antici­pated arrivals
From the tables in Appendix I to this report
NightReceptionist 05.00 June 22nd
NightReceptionist 05.05 June 22nd
- 4 - 2 4 4
WHAT
Stage XII
Enter the number of rooms vacant tonight (June 21st) and complete the cal­culations on Form Two for each of the next five days.
Stage XIII
Pass Form Two to front office Manager*s desk
HOW
From the informa­tion recorded on form three for * June 21st. .
WHO WHEN
Night 05.10Receptionist June 22nd
Night 05.20Receptionist June 22nd
Stage XIV
Complete form three for future records and fill in actuals on Form Two
Chef de Brigade 11.30 June 23rd
24 5
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____________HOTEL
FIVE DAY FORECAST DATE; 21/6/71
Forecast Actual Forecast Actual
Day; Tuesday Date 22/6 Reservation Count . 158 158
Checkout (Rack Count 183 183Plus Extra Depts 10 12Estimated checkout 195 195Yesterday’s vacancies 7 7Rooms available 200 202
Less 11 uncalled 11 15Net reservations 147 143Rooms available 200 202Less net reservns. 147 143Rooms vacant forsale 53
Wednesday Date 23/6D^ 'r;
"Checkout (Rack Count) Plus Projected check­outPlus extra departures Total estimated check­out
Reservations Count 113
96
5711
164
Less reservns. uncalled 11Net reservations 102Estimated checkout 164Less net reservations 102Rooms vacant for sale 62
Day: Thursday Date: 24/6 Reseryations Count 63
Checkout' (Rack Count 47 Plus projected check­out 43Plus extra departures 15 To+al estimated check­out 105
Less 13 Uncalled Net reservations Estimated checkout Less net reservations Rooms vacant for sale
13501055055
Day; Friday Date; 25/6
Checkout (rack Count)' 43 Plus projected check­out 91Plus extra departures 16 Total estimated check­out 150
Reservation Count Less 13 uncalled Net reservations Estimated checkout Less net reservations Rooms vacant for sale
7513521505298
Day: Saturday Date 26/6
Checkout (rack count) 50" Plus Projected check­out 121Plus extra departures 12 Total Estimated check­out 183
Reservation Count Less 10 uncalled Net reservations Estimated checkout Less net reservations Rooms vacant for sale
9410841838499
FORM 2
Rooms Vacant
247
HOTEL
GUEST MOVEMENTS Date; 22/6/71
TODAYS: Chance arrivals (pickup)Stay onsExisting reservations Total reservations Guest arrivals
201 51581 9 52 5 7
Cancellations No Shows Total
78 1 5
Guest Departures 2 2 6
Extra Departures Expected Departures Total Room Departure:
121 8 51 9 5
F O R M  5
3 4 8'
APPENDICES
2 4 9
UNCALLED ROOMS AVERAGE
c
MONTH 
JUNE 
JULY . 
AUGUST 
SEPTEiyiBER 
OCTOBER
NOVEMBER
"^^ CEMBERV
jC-JARY
FEBRUARY
MARCH
.APRIL
MAY
DAY
DAY
MON TUES WEDS THÜRS FRI SAT SUN
19 11 . 11 13 13 10 11*
23 18 18 17 13 17 13"
16 11 13 11 8 10 12*
13 13 14 15 16 14 15*
16 9 14 14 15 10 9*
MON TUES WEDS THÜRS ■ FRI SAT SUN
12 16 10 9 11 9 8*
‘15 11 12 10 7 7 11*
17 15 13 12 11 9 8
15 11 10 8 9 7 7
10 9 10 • 8 8 6 8
10 16 11 9 9 6 12
12 16 13 16 17 14 14
* base 1970
2 5 0
EXTRA DEPARTURE AVERAGE
MONTH
JUNE
JULY
AUGUST
SEPTEMBER
OCTOBER
NOVEMBER
DECEMBER
l^ JTUARY
FEBRUARY
MARCH
APRIL
MAY
DAY MON TUES WEDS THURS FRI SAT SUN
9 . 10 11 15 16 12 12*
9 11 13 11 20 12 11*"
7 12 11 15 17 14 12
8 11 10 15 15 15 8*
8 13 11 12 16 15 11*
MON TUES WEDS THURS FRI SAT ^SUN
7*9 16 13 11 11 11
6 8 13 12 13 9 5*
7 8 13 15 14 9 6
8 9 8 15 15 14 3
7 10 15 . 14 14 12 8
8 99 9 14 13 9 8
6 10 13 14 14 15 10*
* base 1970
Reservations Count 
Todays Date:
^  Hotel 
From : To :
251
Totalin
H+
N+
N+
Anticioatcd .ArrivalsGuests in House
RackDate Bool!
2 5 2
-V' L ___Jnoc;.:ouv. (itaci: Count) Plus li^ rtra Dopts Jstj mated Checkout /ostGrday*s Vacancies looms Available
^   ___ITack CüûntTPlus Projected ClieckoutTc 1 Estima I.od Ciieckout
C
IT'"---- ~T5?jTr— ;—
it iû c iv o u c  i^ounc )Plus Projected Ciieckout Plus Ibcbra departures Total Estimated Checkout
HOTEL 
FIVE DAY FORECAST DATE:
ACTUAL "FÜRECAST
Clie c^.cut ('. lack (Jo im 0  Plus Projected Checkout Plus J-r^'cTD. Departures lOofil Estimated Checkout
u. \
Reservations Count-Less _____  UncalledNet Reservations ____Rooms Available Less Net Reservns. Rooms Vacant for Sale
Reservations CountLess  ____  UncalledNet ReservationsEstimated Checkout Less Net Reservns Rooms Vacant For Sale
Tie s crvations CountLess _____  UncalledNet ReservationsEstimated Checkout Less Net Reservns Rooms Vacant For Sale
ITeserva-cion CountLess Uncalled ___Net ReservationsEstimated Checkout Less Net Reservations Rooms Vacant For Sale
h^v .Lout (hack Count;PI (2 Projected Ciieckout Plus :‘;:ctra Departures lo-i Estimated
i.eservacions CountL e s s ______ UncalledNer Reservations ___Estimatej Checkout Less Met Reservations Rooms Vacant For Sale
ACTUAL
FORM 2
A P P E N D I X  D
R e s t a u r a n t  s u r v e y  f o r m s  ( i n t e r n a l )
( A n  e x a m p l e  o f  t h e  s e l f - c o m p l e t i o n  q u e s t i o n n a i r e  b o o k l e t ,  t h e  s u r v e y  c o n t r o l  
f o r m s  a n d  t h e  o u t p u t  s p e c i f i c a t i o n  f o r  t h e  c o m p u t e r  a n a l y s i s . )
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We all tend to overlook our own faults.
But we would like to improve our restaurants, and 
provide the food, the service, the atmosphere that 
really pleases our guests. The trouble is we can't do 
this without asking a few questions to try and find 
out who our guests are and what they like.
Please help us, take a few minutes and complete this 
questionnaire before you leave. It will give us some of 
the answers that we need.
Thank you in advance for your time and interest.
GEORGE DE KORNFELD 
MANAGING DIRECTOR, HOTEL.
!! ‘
|i I
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GETTING TO KMOW YOU
1.1. What Is your nationality?
British □  French □
Canadian □  German □
O.K., we give up, please tell us .................
U.S. □
1.2. Please toil us some things about yourself, are you
Male □  Married □  Age under 30 □
Female □  Single □  3 0 - 4 0  □
‘ Over 40  □
1.3. Where do you live?
City .......................   if London, which postal district .............. ..........
Country ............................................
If you do not live in London, where are you staying?
At the Carlton Tower Q
At another hotel ...................................................................... (please name it)
Not in a hotel □
Did you come to London on business? Yes □  No □
1.4. What is your occupation?
Profession/Industry  .......................................... ............
Position ...............................................................................
Where is your office based?
City     /......P osta l D is tr ic t.........................................
Did you make the journey directly 
from your office? Yes □  No □
1.5. How did you get here?
Walked □  Public Transport □
Taxi □  Car □
1.6. How long was the specific journey you made to come here today? 
About ........................................minutes.
355 I
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2. W H Y DID YOU CHOOSE US?
2.1 . Who suggested eating hare today?
I did □  My wife/husband □
Business Associate □  , A friend □
Someone else □
2 .2 . if you made the choice, why did you select this restaurant?
I've eaton hare before □
Noticed some advertising or publicity □
I'm staying in the hotel □
Just saw the sign from the street □
It was recommended □
Don't know □
3. DO YOU COME HERE OFTEN?
3.1. In total, how many times have you eaten in this restaurant?
This is the first time □  Twice □
Three times □  Four times □
Five to ton times □  More than ten times □
3.2. Do you ever use our other restaurant?
Yes, regularly □
Yes, occasionally □
Yes, once □
No, never □
No, I did not knov/ there was another one □
3.3. Please list your favourite restaurants in London, in order of 
preference, (include this one if it is in your top five).
1 .....................
2...............................................
 3.......................................................................................................
 4.......................................................................................................
 5......................................................................................................
1-1
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VmAT  DO YOU TH INK ABOUT US?
4.1 . Pleaso evaluate the following aspects of this restaurant.
4.2.
Food
Very
Good Good Poor
Very
Poor
The quality of the food □ □ □ □
The size of the portions ' □ □ □ □
The variety of menu choice □ □ □ □
The presentation of food □ □ □ □
Drink
The quality of the beverage 
The variety on the wine lis 
The presentation of drinks
Coffee
The quality of the coffee □ □ □ □
The size of the portions □ □ □ □
Service
The standard of service □ □ □ □
The attitude of the staff □ □ □ a
How do we rate in terms of value for money?
Food Drink
Very good value □ □
Good value □ □
Poor value □ □
Very poor value □ □
Who is paying the bill?
1 am □ □
1 am paying a part □ □
My company □ □
Someone else paying □ □
□ □ □ □ ;
□ □ □ □ r
□ □ □ □
l i
-2 5 7
5.0. Pionse write down any three adjectives that you would usa to describe 
this restaurant.
o o 5.1. Is there anything else that you fee! wo should know about tha restaurant or the hotel?
o '0
ONCE AGAIN THANK YOU FOR YOUR HELP.
27th October, I971 ^ ^
TO: All Department HeadsThe Sales Team
FROM: Peter Venison
SUB: Restaurant Questionnaires
During the first 14 days of November, from the 1st to the 14th we will be asking some of our guests in the " and the " to fill ina Questionnaire. This is to tell us more about who our guests are and what they think of us.
Obviously this exercise could provide us with some very valuable information. We have hired two girls, professional interviewers, to give out the specially printed forms, please give them any help they might need.
If you are dining or entertaining in either of the restaurants and are asked to take part in the survey please explain who you are. Including , _ peoplein the survey will affect the value of the results.
Any other enquiries you might have about what the survey will do can be answered by Paul Gamble,
Thankyou.
PETER VENISON
J '
_____________ HOTEL * 2 5.9-
■ RESTAURANT GUEST SURVEY 
INSTRUCTIONS TO INTERVIEWERS
Introduction
You have two important tasks:
to ensure that, as far as possible, no guest feels that his visit to our restaurants has been spoiled . by the survey
to administer the survey so that the most accurate and useful information is obtained
Timing
The survey will be run in both restaurants together for 14 consecutive days starting on the 1st of November during lunch and dinner service.
Procedure
3.1. Note -bhe table number of every group of guests as they arrive on the RESTAURANT ARRIVAL RECORD SHEET.
3.2. Every fifth arrival in the . and everyfifteenth arrival in the . is to be includedin the survey. Never ask any other group of people to complete a survey form. This is most important to the accuracy of the final picture,
3.3. Approach each selected table just as their coffee hasbeen served.
. introduce yourself
-, apologise for bothering the guests
• explain that we would like to know more about whoour guests are in general and what they thinlc ofour restaurants
ask them if they would mind helping us by taking three or four minutes to fill in a survey form
if they accept, give each guest a booklet and offer him a pen,if .they refuse follow the instructions in para. 3.6.
explain that they should just give us the general information we ask for or tick a box as appropriate
• ask if there are any questions
. thank them for their help
note the survey numbers on the record sheet
3.4. When the booklets are completed, collect them, fill in the day, 'date and meal period and pass the hosts to the restaurant cashier.
3.5. At the end of the meal period collect all the booklets from the cashier and make sure that she has filled in a form for each one.
3.6. If the guests refuse to fill in a Questionnaire make a hote (R) on your record sheet and make out a refusal record.
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4. Exceptions
If you recognise the host and know that he has filled in a form before, do not ask his table to do it again. Do not ask tables at which Employees are seated-to fill ina form. In both instances simply mark your record sheet (S) and wait for the next fifth or fifteenth arrival.
5r Spoiled Survey Formsc If survey form is spoiled, replace it and note the number of . the damaged form on the record sheet.
6. At the End of Each Meal Period
Total up your arrival record sheet, make sure that you have the right nuirher of survey forms, the right number of refusal records and that all the cashiers inserts are present. Collect all your forms and papers together and pass them to the Marketing Office,
HOTEL
D A IL Y  C O N T R O L SHEET -  INTERVIEW  PROGRAMME
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A rr iv a l N o . Tab le  N o . A rr iv a l N o . Tab le  N o . A rr iv a l N o . Table N o .
1 26 51
2 27 52
3 28 53
4 29 54
5 30 55
6 31 56
7 32 57
8 33 58
9 34 59
. 10 35 60
11 36 61
. 12 37 62
:  13 38 63
. 14 39 64
15 40 65
> 16 41 66
17 42 67
18 43 68
' : 19 44 69
20 45 70
21 46 71
’ 22 47 72
i i 48 73I 49 74
1  25 50 75
Restaurant 
M ea l Period 
Day: Date;
Survey form  numbers from  _____ _
N um ber o f acceptances
N um ber o f refusals
N um ber o f spo iled /m iss ing  forms
to
DAY:
TABLE NUMBER; 
SIZE OF PARTY
TOTAL BILL
RESTAURANT CASHIERS INSERT
DATE:
MALE
262
LUNCH
DINNER:
FEMALE r
£
FOOD
BEVERAGE
OTHER
SUB TOTAL
SERVICE
TOTAL i 1
INITIALS, SURVEY NUMBER
V
DAY:
ARRIVAL NUMBER 
TABLE NUND3ER
SIZE OF PARTY 
DETAILS OF HOST
MALE
FEMALE
J
■REFUSAL RECORD
DATE:
MALE r
AGE: 
UNDER 30 
30 ~ 40 
OVER 40
MEAL LUNCH:
DINNER:
FEI4ALE
NATIONALITY.
DID THE HOST SPEAK GOOD ENGLISH
YES
NO
2 6 3
Tables w i l l  be p r in ted  as l is ted be lo w .
I
Totals w i l l  be expressed in responses not respondents •
Each column w i l l  show both values and percentages w h ich
tw o  dec im a l points except fo r  tables 20, 22 and 23
» For each tab le  there w i l l  be four analyses described in th
1
» . Lunch CRL
¥ — Dinner CRD
_ Lunch RRL
- D inner RRD
unless otherwise in d ica te d .
The number of perm it ted  responses is shown.
Three copies w i l l  be requ ired .
A l l  survey forms w i l l  be re turned to the ho te l a fte r  processing.
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Q ues. 
. 1.1
1.2 
1.2 
1.2
1 .3
1 .3
1 .3
1 .3
1 .4
1 .4
1 .4
1 .5
1.6 
1 .7
Table Response ------- 7Spreao
1 one 2
2 ' one 2
3 one 2
3 one 2 .
5
6 one 2
7 one 2 .
8 one ■ 2
9 one 2
10 one 2
11 one 2
12 m u lt ip le 1
13 one 1
14 one per 
l ine
1
________________T IT L Ë /notcs
N A T IO N A L IT Y
Others w i l l  be grouped in to
European, South A m er ican , C anad ian , A s ian ,
A us tra las ian , O th e r
SEX
M A R ITA L STATUS 
A G E
L O N D O N  RESIDENTS 
G rouped  in to  postal d is tr ic ts
SW 1-7 ,N V V  3 -6 ,  W l - 3 ,  E C l - 3 ,  O th e r ,  non London
N O N  L O N D O N  RESIDENTS 
G rouped  Into:
London suburbs, o ther UK c i t y ,  non UK
L O N D O N  VISITORS
Groups: Stay ing in C . T . ,  other h o te l ,  non h o te l .
BUSINESS TRAVELLERS
O C C U P A T IO N  '
Industry Groups; M a n u fa c tu r in g ,  Serv ice , Professio: 
O c c u p a t io n  Groups-. C h ie f  e x e cu t ive ,  e x e c u t iv e ,  
sa lcs / l^uycr,  p rofessiona l, o the r.
OFFICE L O C A T IO N
Groups; SW postal d is t r ic t .  C i ty  o f  London, 
other London, non - London, n o n -U K .
OFFICE TRAVEL - ------------------------
M O D E  OF TRAVEL
If m u l t ip le  response inc ludes wo Iked plus o t i ic r  
m ethod, ignore v/alUed. If car end tax i in v a l id .
TRAVEL TIMES
G ro u p  0 -5 ,  6 -1 0 ,  11 -1 5 ,  16 -2 0 ,  2 1 -3 0 ,  3.1-45, 
4 6 -6 0 ,  61-F m inutes.
PREFERRED L U N C H  TIME
26 5
O u  es J 
1 .7
2.1
2 .2 .
3.1
3 .2
3 .3
4.1
4 .2  
5 .1
5 .1
5 .2  
5 , 3 - 5 . 5
Table
15
Response
one per 
l ine
one16
17
18 
19
D O  N O T  PRGC
one
one
one
c Ï ^reaci
1
1 
1 
2 
1
ESS
20
21
22
23
24
one jo  
n ine
one
one per 
l ine
one per 
l ine
one pci 
column
D O  N O T  PROCESS 
I
T lTLE/no les
PREFERRED' D IN N E R  TIME
RESERVATION MADE BY 
R EASON FOR M EAL 
FR EQ U EN CY OF USE 
CROSS USAGE OF RESTAURANTS
R A N K I N G 'O F  M E N U  ITEMS 
Produce tables fo r  a l l  . i and a l l  ..
guests.
PREFERENCE OF COFFEES
E V A L U A T IO N  OF F O O D
D R IN K  and COFFEE 
SERVICE BAR and RESTAURANT
Responses should be v /e ighred as fo l lows:
V e ry  G o o d  - 4, G ood  -  3, Poor -  2,  V e ry  
Poor -  1 and ti ie  to ta l expressed as a percentage 
of the number of iespondants per l ine  times 4 . 
e . g .  i f  there are 100 respondonts, maximum 
p o te n t ia l  -  400 , i f  v /e igh ied  response ~ 300,
75 w ou ld  be p r in te d .
AS ABOVE (p r in t number and percen tage).
V A LU E  FOR M O N E Y
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Spread 1
Tota l .
Brit ish • • .
U .S .
EEC
O th e r
Female • •
S ing le  *
-3 0
30 -40
40 f . • .
Business T ra v e l le r  (BUS TRAVEL) -  response to  1 .3
Business Eating (BUS EAT) -  response to 2 .2
Has eaten in the restaurant once (1 USER) ~ response to  3.1
2 -5  times (2 -5  USER) -  response to  3.1
6-F (6î- USER) -  response to  3.1
G uest (CT GUEST)
London Resident
. .. :L
2 6 7
Spread 2
Tota l • .
British
U .S .A .
EEC
Spend over £10 .
£5 -10
less than £5 • .
T rave l over 30 mins 
15-30  .
-  15 mins.
Eats Lunch outside 1 2 .3 0  -  1 ,3 0  v/eekday (VV/DAY OFF PEAK) response to 1 .7
Eats lunch outside 1 2 .3 0  -  1 .3 0  weekend (W /E N D  OFF PEAK) response to 1 .7
Eats d inner outside 7 .3 0  -  9 .3 0  w eekday (W /D A Y  OFF PEAK) response to 1 .7
Eats d inner outs ide 7 .3 0  -  9 .3 0  weekend (\(V/END OFF PEAK) response to 1 .7
Reservations no reservation N O  RESERVE response to 2.1
f r io n d /w i fe /h u s b a n d  PERS RESERVE response io  2.1
sec re la ry /assoc io te /com pany  BUS RESERVE response to 2 .1
2 6  8
Spread 3
Tota l
First cho ice  
Second c l io ice  
Third  ch o ice  
■ Fourth ch o ice  
F i f th  cho ice  
S ix th  cho ice  
Seventh cho ice  
Eight cho ice  
N in th  cho ice
Spread 4
V e ry  G ood
G ood
Poor
V e ry  Poor
A P P E N D I X  E
Computer specification for guest history
THE COSMOPOLITAN HOTEL
G U E S T  H I S T O R Y  C O M P U T E R  S Y S T E M
S P E C I F I C A T I O N
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2 7 1
1.0 GENERAL
1.1 This specificaLioii describes the iiiitiel requirements of the Guest
History System to be used by The .
1.2 The basic system outlined herein must be capable of being
extended at a later date to provide further information for the 
Hotels Group, This facility should be reflected in the systems 
design. Programs need therefore to be short and simple to ease 
amendment and maintenance,
1.3 The system will initially be processed once a month, but the systems
design should allow for more frequent processing,
1.4 The programs should be written in COBOL, The maximum size of each
program should be restricted to 16k words or 64k bytes,
1.5 The system must be developed and fully tested by 15th September 1972.
-  1 -  ;
I
. I
. . . . .
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2.0 SYSXliM FLOWCHARTS AND DESCRIPTION
2.1 The system described and flovjchartcd in this section represents one
possible solution end is shown to assist in understanding the require­
ments, It is accepted that the requirements may be achieved more 
economically and efficiently by using a different system.
2.2 The following symbols have been used in the flowcharts
Data Input
(cards, paper tape, encoded magnetic tape)
Data File
(magnetic tape or disc)
Processing Functions
Sort Program
Reports
(line printer/micro fiche)
Off Page Connector
2 -
SYSTEM FLOWCliAETS -  I
3 7 3
)■ Gucst details 
k compahy/agcnt/ cari:it 
, guests bank details
input
Record type (guest surnames 
(initials (passport no. (city 
(record code
sort
Edit and 
write pro­
file records
Edit commentary 
and controls
Profile records
-  3 -
SYSTEM FL0\JCI]A11TS -  2
'guest main file
mest
lain
Ffi le
Kmpany/agents/ 
•arrier main file
^company/agents/ 
'carrier main file
374
update
and
print ---
s o r t
company/agents/ 
carrier records
record type (name
update
______^ '
guest history report 
and controls
guests removed 
from file
update controls
report records
record type (descending order of room nights 
or visits or value
print
company/agents/ 
carrier report
profile records
S Ï S T K I l  F L O V . ’C l l A U T r
report type (profilesort
summarise
records
record type (descending order 
of room nights or visits or 
valuesort
profile reportsprint
2 7  &■
2,4 System Description
2.4,1 Input.Edit
k
The first process in the system is to sort the input records 
to the following sequenceî~
Record type (Guest surname (Initials (Passport No, 
(City of gucst (Record code
The sorted input records are then edited for:^
1. field size .
2, field format
3. record format
4. accurate code range (to be specified)
5. accurate data range (to be specified)
Incorrect records are reported on the Edit Commentary (some 
incorrect records are to be processed further and some are 
to be rejected at this stage). On completion of the input 
edit, a control sunmiary is printed. The information printed 
thereon includes
Visits 
Room nights 
Value
No, of guests - male, 'female
- new or existing
- married, single
No, of company, agent and carrier changes
A file of "accepted" records is then written. This is used to
update the Guest and Corapany/Agents/Carriers files.
Simultaneously, a file of report records is written from the 
"accepted" guest details. The guest and booking agents-profile- 
reports are later printed from this file.
2,4.2 Guest Main File Update and Guest History Report
The Guest File is updated by the guest details and the Guest
History Report is produced.
-  6 -
8 7 7.
Guests, whose date of last visit exceeds 2 years from the 
current date and whose cumulative number of room nights is 
less than a specified number, are removed from the main file. 
Their records are written to a separate file.
The Company/Agents/Carriers'File which is also written 
during the Guest File update contains
1, Company/Agents/Carriers Main File changes input in the 
current month,
2, A record for every company and/or travel agent and/or 
carrier that appears on each guest movement record 
input in the current month.
This file is sorted, prior to the Company/Agents/Carriers Main
File update, to the following sequence;
Record type (name of company/agent/carrier
An update control summary is printed at the end of this section.
2.4.3 Company/Agents/Carriers Main File Update and Report
The Main File is updated with the transactions file input to
• the program and an update control report is printed.
Simultaneously, a report record is written for each company, 
agent or carrier on the main file. The file is subsequently 
sorted to the following sequence;~
Record type (descending number of room nights, visits 
or value
The sorted file is then used to print the Company/Agents/ 
Carriers Report. (a pre-determined number of companies, 
agents and carriers only may be printed),
2.4.4 Guest and Booking Agent Profile Reports
The profile records are sorted to the following sequence;-
- Report type (Profile
The sorted file is summarised and a total record for each 
report is written - this is required for the percentage cal­
culations, The summary file is then sorted to the following 
sequence:-
Report type (descending no. of room nights, visits or 
value
The percentages are calculated prior to producing the report
 \
8? a
3.0 Input
3.1 All Input to the system must be designed so that tlie input media may
be any one of the following:-
encoded magnetic tape 
punched paper tape 
punched cards
Input formats must be based, therefore on 80 character records or sub- 
records,
3.2 The input to the system initially is to be prepared on an IBM Magnetic
Tape Selectric Typewriter.
3.3 The proposed input record requirements are shown at the end of this
section.
3.4 The facility is required to increase the size of each input record by
up to an additional 50 characters.
8 7 9
Input Record Layouts 
1, Guest Details
Sequence no.
Record code (addition amendment, delation)
Surname
Initials
TitlePassport number 
Address line 1 ~ no, and street town or.city
state/county and postcode 
country
Nationality
Date of birth ' -
Occupation
Status
New/existing guest 
Arrival date 
Arrival time and day 
Roon(s) requested qty and type 
Rooms allocated qty and type 
Room no.
Departure date 
Departure time 
No, of room nights 
Value (££££,pp)
Rate per night ( £££.pp)
Discount- ( 99.9%)
Payment method (abbrev)
Remarks
^City ledger no, * .
Purpose of trip 
Travelling from (city)
Travelling to (city)
Mode of transport 
Company/organisation affiliation 
Travel agent 
Carrier
Type of booking agent
Geographical location of booking agent (city)
Source of booking
Date of booking
Industrial classification
Cheque cashing facility marker
Accompanied by wife marker
Commission payable marker
Date of booking
Marital status
5 N 1 N 20 A 4 A 4 A 10 A/N 30 A2417
1236. N 12 A 1 A 
1 6 AN
N & 
N3 M564 
2 65345 7 1
12
12
112
N
N
N
N
N
N
NA
N
N
A
A
A
A
A12 A 12 A1121
181
116
1
3 A
9 *"
8  8  0
Input Record Layouts
2, Company/Travel Agents/Carriers File Changes
Sequence
Record code (addition amendment, deletion) 
Company/travel agent/carrier (record type) 
Abbreviated name (identification)
Full name
Address line 1 *”
234 -
Telephone number 
Division 
Contact name 1 
2 3
Industrial classification 
Salesman (initials) 1
23
no, and street 
town or city
state/county and postcode 
country
4
1
1
1230302417 A 12 A15 A/N16 A 16 A 16 A 16 A8 A 2 A 2 A 2 A
10 “
Input Record Layouts
3, Guest’s Bank Details
Sequence number 
Surname 
Initials 
Title
Passport number 
Town or city 
Banks name 
I Address line 1
234
Bank’s Branch name 
code
no. and street 
town or city
state/county and postcode 
country
5 N 20 A 4 A 4 A 10 A/N 24 A 30 A 30 A 24 A 17 A 12 A 20 A 6‘N.
11 -
8  8 8
4 . 0  O u t p u t
4.1 The following reports arc output by the system:-
1, Edit Commentary and Controls
2, Guest History Report and Controls
3, Company/Agents/Carricrs Main File Update and Controls
4, Company/Agents/Carriers Report
 ^ 5, Guest and Booking Agent Profile Reports
4.2 Print layout examples of reports 2, 4 and 5 are shown at the end of
this section.
4.3 Six copies of the Guest History report are required. Consideration
is being given to producing this report on micro fiche direct from 
a COM unit,
4*4 A maximum of 3 copies of the other reports is required.
12
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5.0 Main Filas
5.1 An indication of the content of the main files is shown on the 
following pages*
•“ 16 —
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Main Files
1. G u e s t s
S u r n a m e
I n i t i a l s
T i t l e
P a s s p o r t  n u m b e r  
A d d r e s s  l i n e  1 
2
3
4
N a t i o n a l i t y  
D a t e  o f  b i r t h  
O c c u p a t i o n  
S t a t u s
A r r i v a l  d a t e  ( l a s t )
A r r i v a l  t i m e  a n d  d a y  ( l a s t )
R o o m s * r e q u e s t e d  q t y  a n d  t y p e  ( l a s t )  
R o o m s  a l l o c a t e d  q t y  a n d  t y p e  ( l a s t )  
R o o m  n u m b e r  ( l a s t )
D e p a r t u r e  d a t e  ( l a s t )
D e p a r t u r e  t i m e  ( l a s t )
N o .  o f  r o o m / n i g h t s  ( l a s t )
R a t e  p e r  n i g h t  ( £ £ £ . p p )  ( l a s t )
D i s c o u n t  ( 9 9 . 9 % )  O a s t )
P a y m e n t  m e t h o d  ( a b b r e v )  ( l a s t )
R e m a r k s
B a n k  n a m e
B a n k  b r a n c h
City l e d g e r  n u m b e r
T o t a l  t o  d a t e  -  v i s i t s
T o t a l  t o  d a t e  -  r o o m  n i g h t s
T o t a l  t o  d a t e  -  v a l u e
P u r p o s e  o f  t r i p  ( l a s t )
T r a v e l l i n g  f r o m  ( c i t y )
T r a v e l l i n g  t o  ( c i t y )
M o d e  6 f  t r a n s p o r t  
C o m p a n y / o r g a n i s a t i o n / a f f i l i a t i o n  
C h e q u e  c a s h i n g  f a c i l i t y  m a r k e r  
A c c o m p a n i e d  b y  w i f e  m a r k e r  
C o m m i s s i o n  p a y a b l e  m a r k e r
n o ,  a n d  s t r e e t  
t o w n  o r  c i t y
s t a t e / c o u n t y  a n d  p o s t c o d e  
c o u n t r y
2 0 A
4 A
4 A
1 0  A / N
3 0 A
2 4 A
1 7 A
1 2 A
3 A
6 N
1 2 A
1 A
6 N
4 N / 3  A
3 N
3 K
5 N
6 N
4 N
2 N
5 N
3 N
4 A
5 M
2 0 A
2 0 A
7 N
2 N
3 N
4 N
1 A
1 2 A
1 2 A.
1 A
8 A
1 A
1 A
1 A
17
Main riles
2. C  o m p  a n y  / T r  a v e  1 A g e  n l: / C  a r r i e r
C o m p a n y / t r a v e l  a g e n t / c a r r i e r 1 N
A b b r e v i a t e d  n a m e  ( i d e n t i f  i c a t i o n ) 1 2 A
F u l l  n a m e , 3 0 A
A d d r e s s  l i n e  1 ♦“ n o .  a n d s t r e e t 30.,A
2 “  t o w n  o r c i t y 2 4 A
3 ~  s t a t e / c o u n t y  a n d  p o s t c o d e 1 7 A
A -  c o u n t r y 1 2 A  ■
T e l e p h o n e  n u m b e r • 1 5  A / N
D i v i s i o n • 1 6 A
C o n t a c t  n a m e  1 1 6 A
2 1 6 A
3 1 6 A
I n d u s t r i a l  c l a s s i f i c a t i o n 8 A
G e o g r a p h i c a l  c l a s s i f i c a t i o n 8 A
R o o m  n i g h t s  A N  x 2 4  M o s . 9 6 N
V i s i t s  5 N  X 2 4  M o s . 7 2 N
V a l u e  5 N  x 2 4  M o s , 1 2 0 N
S a l e s m a n  ( i n i t i a l s ) 1 2 A
2 2 A
3 2 A
- 10
5.0 ■ P r 0 c e s s i n g t h c S y s t: cm
(ricasG enclose in your quotation a copy of your standaid 
processing contract).
5.1 \'7t\at is the minimum, maximum and standard length of 
contract?
5.2 Would there be a minimum charge for processing this system? 
If so, how much?
5.3 Show the basis of charging for the processing of each
program (refer to your flowcharts in section 2,3).
5.4 Show the monthly processing cost assuming the following
volumes:-*
guest details 3000
profile records per guest 10
company/agent/carrier file changes 200
guest bank details 1000
guests on file . 50000
companies, agents and carriers on file 5000
guests history report - lines 50000
company/agents/carriers report - lines 1000
5.5 .If you can produce the Guest History Report on Micro
fiche via a COM unit, please show the changes to the 
processing costs,
5.6 Is the cost of processing the IBM Selectric Magnetic
Tape included in the costs quoted in section 5.3 and 5.4,
5.7 If you offer a data preparation service, what would be
the charge for punching and verifying the input data 
(punched cards). Assume the volumes, shown in section 5.4
5.8 Show full details of the configuration on which you intend
to process the system. - ' ^
5.9 Where is the equipment located?
5.10 What standby facilities are available? ,
5.11 What turnaround would apply to the system?
20
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6,0 Quotations
The quotations must contain all the sections arranged and indexed as 
shown below. Additional information and comments are. welcome but should 
be shown separately.
Index Heading
1.0 Introduction
2.0 System
2.1 Comments on the system specified,
2.2 Suggested amendments to the system.
2.3 Flowchart and describe your proposed system,
2.4 - Does your proposed system adhere to the concepts
mentioned in section 1?
2.5 Is it necessary for us to obtain any additional
equipment in order to use your proposed system. If 
so, please specify the equipment.
3.0 Documentation and Test Data
3.1 List all documentation that would be produced during
the development of the system. Indicate which items 
would be supplied to us,
3.2 Indicate your requirements regarding the preparation
and supply of test date.
4.0 Development of System
(Please enclose in your quotation a copy of your standard 
contract for systems and programming work),
4.1 Would the., system be our property?
4.2 Would any other party have access to the system?
4.3 State the costs of:
1, detailed systems design and specification of
programs
2, program writing and testing3, total development
4.4 Show the changes in development costs, if any, if the
Guest History Report is produced on Micro Fiche instead 
of by the line printer.
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A P P E N D I X  F
H o t e l  r e g i s t r a t i o n  c a r d s
PLEASE PRINT
LONDON SWl. 
ENGLAND 2 9 &
LAST
NAME FIRST NAMES
DEPARTURE
DATE
ARRIVALDATE moo*H O M E  ADDRESS
NUMBER & 
STREET
COMPAHY/FIRJiVA^OaATION
n a m e
TOWN/
CITY
STATE/
COUNTY
COUNTRY
PASSPORT NUMBERN A T IO N A L IT Y
TR A V E LLIN G  FR O M T O
CREDIT CARDS
, AMERICAN EXPRESS
*ANK AMERICA □  
AIR TRAVEL Q
H.C.A. □
EUROCARO □
MASTER CHARGE Q CHARCrTOA C C O U N T  W ILL  
BE SETTLED BY
CASH □  
CHEQUE □ COMPANY Q«ARCLAYCARO □
CREDIT CARD 
NUMBER S IG N A TU R E
SOURCE O F  
B O O K IN G
F R O N T
GUEST HISTORY
FURTHER DETAILS•PAYMENTRATEARRIVAL DEPARTURE ROOM
RACK
2 9 3
! 1 ” New " registration form — after redesign
il
FOR YOUR PROTECTION THE MANAGEMENT RECOMMENDS THAT ARICLES OF VALUE ARE PLACED IN THE SAFE DEPOSIT BOXES AT OUR CASHIERS OFFICE
LAST NAME FIRST NAMES
HOME ADDRESS 
NUMBER &  STREET
ARRIVAL DATE
DEPARTURE DATE
STATEfCOUNTV
c
COMPANY/AFFILIATION/ASSOCIAnON
COMPANY ADDRESS
NATIONALITY
!
PASSPORT H cb DATE OF BIRTH
I
OCCUPATION 
1 . . . SINGLE Q MARRIED []] 1TRAVELUNG FROM
j
TRAVELUNG TO
:
PURPOSE OF VISIT
1 1 BUSINESS □ TOURIST □ CONFERENCE [~| OTHER ■ Î
ACCOUNT TO BE SETTLED BY □ CASH 1 1 CHEQUE 1 1 VOUCHER 1 1 COMPANY 1 i CREDIT CARD.... ... ..... Î...........
SIGNATURE
c  . • •
FOR OFFICE USE ONLY
RECEPTION 
GUEST STATUS
REMARKS R O O M  No. . No. OF GUESTS
TRAVEL AGENTIADDRESS • ■
ACTUAL RATE POTENTIAL RATE
RATE R O O M  clerk
CASHIERS 
DISCOUNT 1. ALLOWANCE % F & B ALLOWANCE
SIGNATURE
£TOTAL SPEND PAID BY R O O M  NIGHTS \
#  -
APPEaTDIX G
Guest history printer layouts
2  9 4
1.1 ORGANISATION UPDATE CONTROLS LISTING
Update control l is t in g s  are produced-and issued with each 
monthly run.
Sample (a)
CONTROL TOTALS
Shows the number o f records processed and indicates the 
current size of the master f i l e .
The number of new or repeat organisations can be calculated 
as follov/s:
_ ( i) input + v is i ts  + (insertions - deletions) = 
to ta l input.
( i i )  to ta l input - output = number of repeat organisations 
( i i i )  v is i ts  - repeat organisations = new organisations.
Sample (b)
CONTROL TOTALS
Shows the type and abbreviated.name o f a l l  the "new" 
organisations recorded th is  month. ' '
A "new" organisation w i l l  be created i f
-  the organisation had not used the hotel before
- the wrong organisation type code is assigned to 
the ex is ting  name
- the wrong abbreviation is  used
- a new or d if fe re n t  organisation sub-division is 
added.
( i t  w i l l  be noted on the sample that Ci te l  is recorded 
three times, twice correctly  because new sub-divisions 
are used, once because the organisation name was 
inco rrec t ly  inputted as CITEL A,RES)
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1.2 GUEST UPDATE CONTROLS LISTING 
Sample (c)
CONTROL TOTALS
Shows the number of records processed tn the same way as 
the organisation report control to ta ls .
Samples (d) and (e)
CONTROL TOTALS - SECURITY
Î )  To ensure that no important information is accidentally 
changed on-Lhe guest master f i l e  and to draw attention 
to changes that have been made, a l is t in g  is produced 
each month to show a lte ra tions that have been made in the 
fo llow ing f ie ld s :
remarks
cheque cashing f a c i l i t y  marker 
commission payable marker
i i )  I f  a deletion is made from the master f i l e  a hard copy 
p r in tou t is made of;
the locator f ie ld s  '
"■ f u l l  address
la s t v is t  de ta ils  ‘
Thus any guest deleted in error can be re-inserted on 
the f i l e .
i i i )  When the guest removal option is run a hard copy p r in tou t 
is  produced o f a l l  guests so transferred from the guest 
master f i l e  in the guest update report format.
I t  should be noted that a l l  master f i l e  information on 
these guests is read on to another magnetic tape fo r  
fu r the r processing i f  required.
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2. EDIT LISTING AND CONTROLS 
Samples [ f )  and (g)
Each time a batch of records is  input an ed it l i s t in g  is
produced which shows how many records were processed, under
which action d irec to r they were accepted and the number, 
of records that were rejected ( f ) .
Each rejected record is then printed in card image format 
(as shown). A guest record therefore takes up f ive  lines 
of p r in t .  The l ine  on which the error, occurs is 
Indicated (g ) .
When the erro r has been corrected the le tte rs  RS 
(re-submitted) should be marked against the record on 
the p r in tou t to avoid having i t  corrected twice.
Note: The e rro r p r in tou t corresponds exactly w ith
the format o f the card input record. To
in te rp re t the p r in tou t simply count each le t te r
or number to determine with which f ie ld  i t  
corresponds e.g. passport number is w r it ten  
in spaces 39-48 on the f i r s t  card thus the 
39th - 48th spaces on the f i r s t  l ine  of 
the p r in tou t w i l l  be the passport number.
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3. GUEST HISTORY REPORT - MICROFICHE LAYOUT 
Sample (h)
The guest h is to ry  update report Is outputted d irec t on 
to microfiche. Each fiche holds 208 pages and an index 
and l is t s  5,589 guest names (on a f i lm  about 6" x 4 ") .
The m ic ro fi le  can only be seen with the aid of a 
microfiche reader and the method of use is decribed 
in  the summary operating manual.
The p r in te r  layout is  shown overleaf.
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4 ORGANISATION REPORT LAYOUT
4.1 Monthly Organisation Report (Sample t )
The standard monthly organisation report is produced 
in the following format:
Format Each organisation type (company, travel agent, ca rr ie r  
etc) is printed in a seperate section of the report.
Within each section organisations are l is te d  in a ranking 
based upon the number of room/nights they have bought 
from the hotel th is  month. When i t  has printed the las t 
organisation in each type that has used the hotel th is  
month the computer then "dump^" a l l  the organisations of 
tha t type tha t i t  has on f i l e  in reverse alpabetical 
order (from Z to A).
Note: An organisation that has not used the hotel
is  as s ig n if ic a n t  to our sales e f fo r t  as that 
has.
In te rp re ta t ion . The report divides i t s e l f  in to  four columns, 
the contents o f each column are described in the heading.
block 1 - organisation abbreviated name, i t s  subdivision
( i f  any) and i t s  indus tr ia l group e.g. Rank Xerox - Films -  S erv ice  /
block 2 - V is i t  Details th is  Year '
Shows room/nights, number of v is i t s ,  average
length o f stay, to ta l spend and average 
spend
fo r  th is  month, the la s t three months
(including th is  one), the previous three 
months and th e , la s t  two years
block 3 - V is i t  Details Last Year
The same information shown in block 2 fo r  the 
corresponding periods in  the previous year 
(except fo r  the l ine  la s t 24 months)
block 4 Percentages
The figures prin ted in th is  section are to help id e n t ify  
the rate at which a change is taking place. A figure 
o f 100 indicates that the two valves compared are equal. 
Less than 100 represents a decline, more than 100 an 
increase
Percentages shown are:
This month as a percentage of the same month las t year 
The las t three months as a percentage of the previous 
three months
(the most recent trend)
This month as a percentage of the average o f the las t 
24
<■
oKM
3 0 7
(By averag ing  the last .24 months perfom ance 
seasonal e ffe c ts  are reduced . This analysis 
ÎS o n ly  l ik e ly  to  be useful where a company 
produces re g u la r ly ) .
4 .2  O R G A N IS A T IO N  MASTER FILE Sample (|)
This fo rm at is used to  p r in t o rganisation d e ta ils  
when e ith e r: '  • . •
— ~ a com ple te  p r in to u t o f the master f i le  is requested
-  an o rgan isa tion  is delei^ed from the f i le
The p r in to u t fo r  each com pany is in  tw o sections.
D e ta ils  o f the o rgan isa tion  -  name, addresses, the 
in it ia ls  o f salesmen who serv ice  the accoun t e tc .
~ are each described as they  are p r in te d . The 
vo lum e o f business rece ived  from the com pany over 
the  last 24 months is la id  ou t in a b lo c k  be low  these 
d e ta ils . For each o f these 24 months the to ta l number 
o f room n ig h t/n ig h ts , to ta l v is its , to ta l spend and to ta l 
■ ■ sales ca lls  made are p r in te d . • ^
-t. cW
N O T E ; To p r in t 6,.000 organisations in  this fo rm at takes 
abou t 3 hours and cos is about £100. ' "
4 .3  O R G A N IS A T IO N  IN D E X
W hen requested an index o f a ll o rgan isation  names o f f i le  v / i l l  
. •- be p rin te d  in the fo rm at shown in  sample '1 '
HOTEL IDENTIFIER -  O R G A N IS A T IO N  TYPE -  O R G A N IS A T IO N  
A B B R E V IA T IO N -S U B -D IV IS IO N - FULL N A M E .
This p r in to u t is used to  m a in ta in  standard abbrev ia tions  fo r 
names and should be requested a t least once every three months.
i
I
1  i
0liM
I S
' I  I I I  
; O.
' %>  III
<  a .  inI_j ri< 3: 
I -  lU
ID  n . I - inin • >->  <  
U J <
in
V 3 in
.<- >
5 : in# -  CJ I -  ■ O «J
U l
u
a.
! w
Q .'
<
I I
' i
> - .  
>  <  < I-m
inI—
: I I i !.
CO CO in CM rsj r - #-4rn OJ 10 "-I M- in CO 0 O' r - ' m01 CM 1 0 CM «9
- ; 1 j ' I i I 1 i 1 1
1 CM■ I , i
m
• !
£ : "4 «o
1 1 0 1 1 * ■ 0  cn Iu - i ' 'itn  cn o '  * ■ 1 1, : : 00 LTV •0 1 r ^ o 0 -4  r - M- M- CM C^> ■ • O'fO CM m 1 V t CM I ! h -
t 1 • m ■| 1 • :0 CO 0 m  N m ' ! 0  nO ir i ' CO tn ^  ! 00<N 0 f-c in vf «0CM ■ CM lA  , ■0I ! v< 1 ^ CM ! 1 CM
N r - 'O * fO ^ 0 0  r ' 0 CM in CM b0 O' : m  rH CM 0 cn vT 00 CMfsi ''4- m  in M . M3 CM • in1
QC
> -<
•Jl.
k -
h - in vO 0  0 CM CM O' ■o • ' 00r -  0 CO tn  O ' 0 CMcn CM CM in CM Î j r~
>ÜJOC
CL ><
>  UJ '4- CO cnQC < Ol, '4- CM O' .cn - ‘
< _ J O f-< z inh- UJ r-U I 0  CL r"»7‘n . I 1 ‘ '>- •>- '4- ,4 in> <c< m#-
CM CM O'
: iin , 0 00 >-c 11- 1 M; CM in 'm m 1> 1 .< s: in- «0 0 m0 t~ O' 0 CO0 CJ CO M- I-lo: z■ i . i ; ! ■ I :
‘ z ' 1 ' 1!>  UJ r-4CL < Q. •0in "-C
<_l Q '4- in M ri<c z1-  tu '4- r- 0lU  0  CL 
1 -  m , 0 .-1 r~ CO
?  o
CC> -
>  in  UJ
I-» rc  
X  n .o3
în  I -  
X  <
I >t r\j vQ 
, o« r-
m ,-1
M  ( \ i  m  
(M r -  m
CO m o in 
in  m  m  h-
o  ^  m  o) m r- in tn
, -J- ro .-H CM 
m  m  -t) -j-
X  s: in ! ir \ iT\ r*” CM •4" m0  1- CM 0  —1 v f0  VJ M-1- 0: z 1' ! ! I '4- i '4• X  '1 1- m 1 -  >  1 - in 1- > 1 -
» . z in UJ ct »-i m  lu  u )0 X <  ù : c X  <  a . ■tH* _ j  n___ 1 . H- -J  a . _ l
! CMKt— 1 ■■ i : I • !<
K ! • • 1z z m i 1 'C3 n in<Lt - m _J m 1 <<t *-* VJ tr. _J
v t  > I l l «C ■ 00 _ i ex uz 0 z c/JM  1 >- • T
VJ If) ir VJ(V  :D X 00  in u ’ i • u
u :
VJ<t
CCUJ>
UJ
fC  '
X  tx
I *  iiltr m
m  I— 
X  <
: I
.4 «1- OJ—« CM r-l
I CO fM 00
mc
. I
M  O ' in  in  %o in  a ) ff»
in m o .-I 
CM CM m m
■>0 M5 O  O ' 
CM m  O '
in  in  .o  r-i
m  I -  >  I -  
in UJ lO 
X < ic < 1-  _ l  CL _ i
KJ
fC
U l
VJ
CC>-
«C cn _J >
X  <
'4 CM M  O  M  IM
ff> M- nJ-
>o r -  vt 
CM CM
O  '«• CM
\0 'O M CM
M" in  00 f»-
■-M C'J 13 '■"!
00 CM CO in  
in  tn  CM I f  .
-c m tn O'
vT n- CM o o  <t •t o
m cn CM 
in  u -  >  1— ►1 m UJ i/j 
X »c o. t  
I- _J CL _i
Ul
13
«t
o:
to
>UJ
tn
or. -t>- CM< cn J-_j >  mm UJ ^
x %  ^h- to  <
i ' j  m  y :
in
X  <
0 0 0
0 0 0
0 0 0
0 0 0
• <  I
*■ I
o _
uUJ
■JUJ
I I !
I
t r  ' > - ■ : < t cn _j >m  Ul 
£C 
X  CL
0 0 0
t
! o  b  c
I A  ! • * 0 0 0  coo
' o  b  oI ;
' 0 0 0
i Z
CM CM 0  CM
-4- f >4CM CM
cn '4' 0  sT ■0 M) 0  -O
CO vO00 —1 O'
;
a> tn c  tn 0  cn
CM CM 0  CM 0  -J
O ' 0 0  0 '4- '4 0  s4
i f  in  o  in  in  f -  f -
>4 «4cn cn CM
in  J -  >  1—
ii j  i / i in  i i j  in
X  < < X  'C I'.: <J -  _J X  _ l 1— -J  Q___1
m M>
ii j
u
O  rH C
Sample ( i )
 ^ ' i : .
o  *>» 
3 0  8
oo
- t
o
o
o
•4-
o
o
«4-CM
_J><
'4 CM • 13 '4 '4
cn CJ O' CMU3 \4 «4CM CM ;
OJ •* : 0 0 O'to J- 0 to m3
m 0CM CM ^  1
CM
CM in ■ • 0 ; :• 0
CM r - 0 4>4CM MCM r "  • >4
cn 0 0 ' 0
M 0 0
s4 O' M-CM
•0 v4:
C'­ '4 0 in r~en CM 0 CM 'O0CM >4CM O'
1
CM
tx «4 oc .4 o r n4> CM CM >- CMJ- <  m 1— < t cn I—
_ l  > ct _J > Ct _ i  > inCl UJ < in  UJ t in H I •tM  iX _J 1-1 0 : _ l »-i c t _ jX  X > I  CL > X  CL >u - c.-î < t~ < * -  « <tlY  m £.9 cn vtct 1- îcî in  1— m VJ u - ctw  ct
X  < X r  < X X  < X  *h- _J J- J - _J j - U - _J 1-
! I
in  in  o  in  
'4  >4
• 0 0 0
0 0 0  
: O  O  O
0 0 0
i
fi- r- o '4-M> O  U\ lO
00 U> r-l O
ft m CM 
CO tn  CM cn
m m 00 t-iif 'f in
'4'm J- > h- i-i m Ul inX  <  iX «4;
000
000
in  m  o  in
CM CM O  CM
CO CO o  m  
m  CO o  cn
CM CM O  CM 
'4- >4- '4-
M-m  cn CM m  I—  >  I- •-4 lO U l I/)  X  -L iL <C y- _J CL_I
00 o —c
r4  CM M
m  o  nT 
I f  I cn CO 
U3 O'
m  r -  «4 
CM CM
>4- - «  -o  ■o -4
tn O' o  O'
O' O  O  O' CM rj o
CM CM o  cn 
CO •-* o m
r- ÿj o cn 
cn >4 cn
'4-cn cn CMm  t— >  I—
»-i m  I I I  m  
T iz «< 
I -  _ I  u .  _ j
in
I.J
|3U i
uu:I I I>:
CLI-u
UJ
_Ju:
VJI-m
15
<? e o c c?
I I I I 'I
i '
I lU
i
cnllJI-
o<t
UJ t X  .
' 'I ! M;
»-c , m
1- 4-VJ VJ< <4- 4-Z Zo oVJ 1 V
z ' •Ul
>:mlU_i<m VJ<cn 4-! zoVJ
; 1 -J iVJ 1 , ,1• ;13 ' .o . UlUJ :13 : : _i
' :,i ' m  m-I i Ulu 1 ft» oo oz <c
UJzoX
I I I
l.i
r '
iJ
X  in <t ■ Z  Ul
in; in Ul' q: I o  Q; <I
! Ul
—  ; in
I i I
m
>
oICOoin
! O  X  111 ft: o<  I—:: m
m<u
>- <
I I '
- J Ü O O O O O O O<u
C j o o o i n o o o o  o  o  o  m  o  o  <} o  UJ o  o  o  o  Ü  o  oC L O O O O O O O O  l / J O O C O O O O O
in ‘1—
I—l o o o m o o o o  m o o o o o o o o  « - • o o o o o o o o
o o o m o o o o
o o o o o o o oO O O O C D O C Oo o o o o o o oz
X  ! ! ■H*Z  oo m  CM 0 0 mo  o  o  o  — < o  o  X  . .
ct I :«t CM CM CMUJ 4' f' 4* r* 4“ f'->• i , .
i !
_ i o o o o o o o o
5 < IQ  o  o  o  vO m  o  o  o  Z O O O  > 0 0 0 0 0  U i O O O O r O O O O  C V . O O O O O O O Om o o o o o o o o  
m  •
in o  — ' o  
>
inI- o  I  o  o  o  •—  oz  ,
^  I
Z  O'o  o
q :<  CM Ul 4-
n : I
X  1 - 1  ! "  iI— fZ  O  4- M- — I o  r~ o  «-'• o  o  o  >-• oX  . . i
ft
I' :
!■! I,.
•fC CM CM CM CM <Ul 4- 4- 4- r- 4' 4- 
>  ■ 1 .
i . : • * i ■ I !
I I
■ I
o  o  IM in o  o  oO  O  O  O  O  O  oO  O  O  O  O  O  O
! : . i : i
o  o  m  o  o  o  o  0  0  0 ^ 0 0 0  o  o  o  o  o  o  oo  O  O  O  O  o  o
>o m  <M O' >o m  CM o  o  — • o  o  o
CM CM '—' p—1 '—* •—I O
4~ 4' 4~ 4“ 4~ 4" 4'
l-1
I !  I.
- J O O O O O O O O
5  ! : P i I ;
00000^000 Z O O O O C M O O O  f j J O O O O ' - i O O Oa o o o c o o c om o o o o o o o o
O O O O M O C O  O  O  O  O  O  Oo o o o o o o o  
! ! ! ! '
O O O O ' t O O Oo o o o o o o oo o o o o o o oo o o o o o o o
I I
•4 ^o  o
1 : 
M  1
1
cn
4- 1—U VJ< <4- 4-Z ZO oVJ . VJ
zUl
Xm
UJ
4-: O <
! §
I-.
Ul o
i l lI Z  _JI CO _l <  _j m  
Z3 C  u. u
z' o
i 1
: ' C5
• Z  to
• <  . . m
: • 5
I I ft >• <
! I: I I
13O UlUl z13 M ;
1 -J Î• 1 m !m.J UJ ;u ftoo oz <T 1 ;
. 1 1
-, .1 fijo zz
1 Ul _lz m  •■ o mr UJft ct. UJ o1 _i !CD iUJ .i|< 'i 4- 1 '
CM
'!•j! .1 ._i
I ; m  *mUlct
Ct
Ct<
£3 I
I
i i i
I m
. J O O O O O O O O«C IVJ
O O O O O O O O O  Z  O  O  O  O  O  O  O  CJ U I O O O O O Ü O Oc t o o o o o o o om o o o o o o o o
:  ■ ■ ■ •“• o o o o o o o o  m o o o o o o o o  M O O O O O O O O  
>  I I'
m
I r-l
VJ
<
y~zoVJ
mUJ
o o o o o o o oO O O O O O O Oo o o o o o o oo o o o o o o o
: I
i i
o  o  o
OsJ fSJ f\J r-< *-4r- r- M  M
<  Im  I
V
O O O O O O O O O
<  1 ' ■ ;
: ' • i i
O O O O O O O O O  Z O Ü O O O O O O  U . ' O O O O O O O Oc t o o o o o o o om o o o o o o o omi!!-.; =I- ‘M O O O O O O O Om o o o o o o o oM O O O O O O O O  
^  I • I ; I I I
m  1 ' '1—00000000 l O O O O O O O O  O O O O O O O O O  M O O O O O O O O  Z  , i I I .! , t 1
» I
Z O ' O c n c M O ' O O C MO O O p M O O O M: I I
N  fNJ f\i r-4 —4 3^ ! . .
i I M
:l ! I I-
J O O O O O O O O5 . : ‘ '
C 3 0 0 0 0  - O O O O  Z O C 0 0 4 “ 0 0 0  U l O O O O M O O O  c t o o o o o o o o  m o o o o o o o o
mI-
m
>
mI—
X13
C C C O m C O Oo o o o o o o oo o o o o o o o
! M
I z  
I X
o o o o o o o oO O O O m O C Oo o o o o o o oo o o o o o o o
z  oO  M  X
ft !
UJ 4- 
>- ■
4- M M  o  4- M-O  O  o  M  o  o
i I' ! I ICM CM CM MM  M
i 'I
! I
I. I
111
k !I l. > I
Sample ( j )
I I
m  I m
VJ<I-zoVJ
M-13 1O  1 UlUl I Z13 i
1 -I
m
_l ' . UlVJ m ft• z CtÛ  < CtZ  ft ! <M  4-
. 1 .!! .1 
1 ?
! IÜO  ' zZ  1
1 , -1Ul •Z  ! mO  ' mX  1 , Ulft 1 : ftUl , Ct-1 i 1 ÛUJ <4- I
! : 
I...I
I m• It■ o■ I-oUl X  X<  Ul Z  Q  <
Ulz
' m  m  I Ul ft Qo<i ,
1:1 ! I
3 b  9  i
_i o o o o o o o o  •<VJ
C D O O O O O O O dO o  o  o  o  o  o  o  M
UJ o o o o o o o o  f t o o o o o o o o  m o o o o o o o o
o o o O o o oo o O O o o o OO o o o o o o O
O o O O o O oo o o O O o o oo o o o c o C3 oo o o c o c o O
i
CO lA CM _ 00 CMo o o o o O
!CM CM •“* o4- 4“ 4- 4~ 1^ 4“ 4- 4-
j '! i !
m 1 1 :J_j o o o o o o o  o<VJ i !
Q o o o o o o o oZ O o o o o o o oUl o o o o o o o oct o o o o o o o om o o o o o o o o
mI—  I 
M O Om o oM  O  O  >
m  '4 - 0  0  T O O  13 O  O  M O Oz
E '■!Z  C4 'OO  o  o
o  O  O  O  O  oO  O  O  O  O  Oo  o  o  o  o  o
o  o  o  o  o  oo  c  o  o  o  oo  o  o  o  o  oO  o  o  o  o  O
m  CM O' VÛ m  CM O  —I o  O  O  M
ct /CM CM Ul 4- >-
; m  ' : I I_l_J o  o  o  o5 - '
_l VJ i ! Q  O  O o o o o o o_l m Z  O o o o c o o o13 < M o o o o o o ou VJ • 1 Q  O c o o o o c cUl 1 m  o o o o o o o oZ  I,z . M  ' 'i ; m  ! I 1o i _J 4-M  O o o o o o c om . m m  o o o o o o o om M  o o o o o o o o> Ul 1 >' ft '
Ct ■ Ct m1 Ct ;• 4- o o o o o o o ocn <  ; X  o o o o o o o oZ) 13 o  c o o o o o om : ! M  o o o o o o o o
UlX  lu < Ûz  <VJ
VJUl ft >• <
; Z
£zo
r :
O O O O
O  r M  M  O  4“ r .
m O O O m O O O
< cM cM I M C M - « m m m
UJ 4 - 4 - 4 - 4 - 4 ' 4 - 4 “ 4-
i •
I . ! . ,
I I' 1 6
ki)
i- !
i' !
: i
" i
I •
!. i
I ; I ! I
/
, L
I I I ' I I
, C  ,
i: li
V ■ t C' •. é» " ' L' ' I ■ c " O  ;■ '1 C‘
(Sample X )
I ' l l ! I I
y I C> I
3 1.0 .
! !■!
• I ;
I ! I I
I  I: : ' t
! I
« 0
< t
o
<
o :
- « / )
z >
o
z
o<c
<
V J
•n
V J
: I i 
C m
I : ' I ' ! ! i
I I '1  I I I '!
■ i i iI • •I • I
I I
I ; I
J  OL q :
M  3  U J
O  O  Olor o 
lO  V J  CC
< r  CL
V J  U J
z  m
_ l  <  U J<  tr  —•
Z J
o
z
VJ z  O  ZJ VJ o VJ
Q
Z  Q  
<  Z<c
Z  U J  <—• cr ¥~
O  4 -  M
Z  Z  CL< c <
V J  V J  V J
! ;i
V J  n c
1 .
CD J
Z  i t U J m
M  3 M  Z
X  4 -  n
<  ? :  V J  i '  M
: I
i 1 
!' I
<z
c t
O  I -  VJz .<  ct 
_ J  z 
Q .
_ J  _ I<  IÜ 
4 -  CL
M  <
CL VJ
<VJ D
I I
I I ! I
I !
I I
x :  <  z
< t  o  
z z  z
<  < t  ■«  
V J  V J V J
i n
V J  U JUl I J  vf  L J in 
4 -  f t  < t  L J  <  <  
n  Z  3  < 3 0o  3  m  u  <■ IJ .J a  IO  LJ o  IÜ z  3  _  _ r> <  <
i i j  V J o  M  m_ _ I  I  I—  4 -  <  L J
UJ U J M  lO  <
CL CL CL CL
V J I J  L J  L J
i ;  : i  ; i
. • i : v! i ! i" :
; ' !  I :< -r: ' ! ' I
: • i ki ; ' Î ’ •; i , I j ' 1
ii ri !•: !••■ r ;
: I :
I ! li I •!
I . I I 
I • I ,
I't
I !
i I
ii
• i  1 i !
I. : I
i , l
i-l
1 1
VJ 1 ■ 1z 1 — 1' ; ■ z o g •3  1 :
L3 a 1- CD XM  S o 3Z  4- a  Z3 o Ul 'M 3 ! Z  LJ u_ oLD O  3<  Ul VJ O at C3iC VJ Ct 3 Z  CDVJ < ft 4- <  4—<  3 M  Ul K 3CL 3 <  CL Z< Z o zm  3 Ul Ul O  • 4- ul inz 3  3 ID UJ <  •Ul ct m  m 4- Z  LD ft4- UJ f I—. _ < <  lUin 4- 3  3 z CC Ct ftOL ft ft Ct ct Ct ft Ct<  < <  < < <  <  <VJ VJ VJ VJ VJ LJ U  VJ
i,-i
I'
l i : !
m 'i ;
I i
I I- I
I I 
r  i
1 I
I
I. i
’I f  . . . •
• i = ■ ■ :Î I : I . I ! ■
. i : i ■ I .I. : I ( II j 1 J
: • III' :
I i i  ' i  :: l i
,1 li
I i
i M -1I. !
r:  M [ i  11 , : M
: i: I : : i ! i
: -"o m  VJ Ul . m  fti' i 1: : o M  O. • 1— Ct 4-3 o CL VJ4- VJ Ct <_ a z CD in Ul ctUJ 4- CJ 4- ct o 4— 1—I  3 X  3  O z z _VJ f t  4- < o UJ rtz ct ' o < o 1— <4-  VJ Z 3 3  VJ 3m  z 3Ul 3  4- M< LU 3  O 4— O  >- CL. UJ VJ 3  CO < m C t  3  Ct4- 4- <  VJ < 1— <  UJCt LD in in in VJ m  4- i-< <  <  < <  <  <. VJ Ct 1 LJ VJ VJ ct VJ VJ VJ
1 . 1
!
! I
I I
I '
I VJ 
• Z )  QI o ct
CL
O
VJ X  or a  <  z u <
m
UJ> a o z z <
U l
4sl CQ <VJ VJ
z  z  CL n  <  <  < <  
L J  L J  L J  L J
CL CL n  r r  <  <  <  - r
L J  L J  L J L J
VJ CC 4- 3Z M UJ CQ 3►« < CL < X
> - 1 3  u  z  m  z  z
3  4 -  U l  l u  o  U l  3  z  1 :  UJ m
3  —I  J J Z  <  U J LlJ “X
_ j  <  v r  i n  u l  o  4 -  l t  3  J O  I 'J  f t
► • I -  » r  111 I I I  I .X  I I I
V J 3  _ J  J  3  3  z  z z O f t r t n r
r t r t n r t r t f t r t r t r r r t r t . t r r  
<  <  <  <  -X  <  <  <  <  <  <  «X <
L J  L J L J  L J L J  L J  L J L J  VJ L J  L J L J  L J
!■ 1 !' !
z  z  O  o  o
3  4 - 4 -
3  f t  n  l 3
M  LÜ z  Z
VJ I Ü
L J  L j  L J v J
4 -  Z
z  t n  f L  o  o  <
<  M  . t  X  > -  L J
3  L J  o  n '  z
c n  L J m  o  <  U J o  f t  <  >- 4-  _l  13 VJ111 1 1 1 i n  <■ lO  m  *1 J
4 -  4 -  I— 3  «  <  L J I I I
f t  n -  f t  n '  n '  i n  i n  m  i n<  <  - I  <  <  *x <  vX <
L J  L J L J  LJ L J  U  L J  V J VJ
I !
i n
mUl
i no
I I
I 1
I I
I i I
I I
I ! 1
i I
r'
i: -i
I :
m
I D
£ t
«X
UlVJ
f t3  VJ <  O  I— <X 3
.  I  _  Z  C t  3
3  U l  n  n
U J i f * '  I  f t  f t  
I—  4 — 1— <  U i  lU  
i n  < n  m  4 -  I—  I—
•X  <  «X <  I  X
L J L J  L J L J VJ V J
mino o <  n  oO O f>'
{  <  u .3  3  3  3  5» < < X 
L J L J  L J
I; LDi n z  m0  5 - 0 0  
f t  f t  3  3
lu m  o  c 5 o  o
■> I t  <  L J 3  T *  X
O  1X  l i j  I I I  3  .  _
Z  IJL Z  IT  <  f t  f t
V  «X <M  in in i n o  t't 
•X in ru Ul .'J tu lu 
V J L J L J L J L J 3 V J
<x«x«x*x«x<x<<x<»x<:<x«x«x<<«x.x<x<x«x«x«x«x<c«x«x<<x<x<<<<<<<<<<<<I I-i I I • . < < < < C < < < < < < X < < C < <I • 1 I ■ ! I I
VJ VJ VJ 
VJ VJ u
U  VJ VJ VJ 
VJ VJ U  VJ
VJ U  VJ VJ 
VJ VJ VJ VJ
V J V J V J V J V J V J V J V J V J V J V J V J V J L J V J V J V J L J
V J V J V J V J V J V i V J V J V J V J V J V J V J V J V J V J V J V J
I r i.! :j ! I r
V J L J V J U U V J V J V J V J V J V J V J V J V J V J V J V J V J U V J V J U U U V J V J V J V J
V J L J U U V J U V J V J U V J V J V J U V J U V J U V J V J V J V J V J V J V J V J V J V J V J
! ; I ' 17
I >
! I
0 !o 0
3 1 1
5 . PROFILE REPORTS
Monthly and. quarterly  p ro f i le  reports are printed in the 
format o f sample k, which analyses expenditure d is tr ib u t io n  
against spread 1.
Note - the month to which p ro f i les  re fer is  printed only 
on the f i r s t  page of each set.
..tj
In te rp re ta tion : The l e f t  hand column of the report l i s t s
the categories which are being analysed.
The top l ine  of the page describes 
d if fe re n t  characteris tics of guests;,,in th is  case 
the world region in which they live" plus certain 
personal characte ris t ics .
A to ta l column is  printed both 
. v e r t ic a l ly  and horizon ta lly  and values are printed 
both in absolute and percentage terms, percentages 
(rounded to one decimal place) being printed . 
below the value to which they re la te . Percentages 
are calculated on the ve r t ica l columns.
Example
648 guests (39.8% of the to ta l)  spent between £17.00-£32.99 
885 o f the 1629 guests were .from Western Europe 
-  ^428 Western European guests (48.4% o f 885) spent 
between 117.00-232.99, —
By looking at the table i t  can be seen that married 
guests, women and group members a l l  f a l l  w ith in  th is  
range. Most North American guests f a l l  w ith in  the 
category £33.00 - £64.99 (31.0% of 371 = 115)
Thus male, s ingle North Americans tra ve ll in g  
Ind iv idua lly  represent probably a higher spending 
market segment on which to target sales e f fo r ts .
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APPENDIX E
Inter-Hote1 comparison graphs
(Graphs extracted from a report which used external data to assess hotel 
performance. The letters H and I refer to hotels in the information exchange.)
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AP P MDIX J
External restaurant market survey — forms and principal analysis
(Showing the pilot survey form p.3l8, the actual printed survey form 
PP*319“"320 and extracts from the analysis of results.)
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.The Planning process
PLANNING PROCESS
HOTEL DIVISION
London . 
February 19'
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INTRODUCTION.
This booklet is an introduction to th.e P].an]iinfr Procedures as they apply to Hotels. It provides, an outline of each o;l’ the planning steps'within the system and briefly describes the purpose of each stop. In this way it tries to introdi.ico management to the framework in which planning is carried out.
In addition to this booklet there is also a Planning manual for Hotels which deals with each step in more detail by listing the type of information required to complete each step and by setting out a range of questions designed to stimulate and direct management ^ s thinicing.
Every manager in is expected to produce a plan for hisdepartment.or area of responsibility. This is because believes that -managing by plan is one of the keys to a su(;uessful and profitable business. The planning system is designed to allow management to take a more airect and active role in controlling their business.
PURPOSE
Planning is a structural and systematic approach to business and business problems. One of its primary objectives is to ensure that the business is ’'balanced" in terms of turnover, product mix, costs, margins, (departmental profit) and net profit. Only in this way will a business be able to identify and reach its full potential. The planning process is therefor designed to help make managers think about their business so that they can identify opportunities and risks, correct existing weaknesses, and pre-empt changes in the environment and competitive strategy. Consequently a well conceived plan also functions as a control mechanism so that business performance can be monitored against plan.
METHOD
The Planning process consists of seven steps:
1. Analysis of the market.
2. Analysis of the environment.
3. Analysis of the competition.
4. Analysis of strengths and weaknesses plus the selection of key areas sensitive to change.
5. The generation of alternatives and ideas plus tlio preparation of a momentum forecast.
6. The creation of tactics.
7. The preparation of a quantifie! plan.
All of these steps are stn.icturod and systematic in so fa^ -’ as onestep follows on logically from the other. Thus the informationObtained in steps 1 - 5  forms the basis for developing a sot of tactics and tho chosen tactics provide the basis for preparing a quantified plan.
9 3 2
This quantified plan will therefore take into account all the different aspects of tho business - market, manpower, material money, the competition, the environment in which the business operates and the strength and weakness of the existing business. It will also reflect tho interaction of those factors and the courses of action which management have^ chosen to optimise their business. A plan constructed in this way can then be used to control the business, because managing by plan makes planning become more than an annual academic exercise. To use a plan to manage the business it must be written so that performance can be measured month by month or even day-bo-day against plan and variances identified and analysed. In this way not only will the business be monitored more effectively but problem areas will be identified more rapidly. This will allow us to take immediate corrective action and at the same time avoid similar problems in the future.
U
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ANALYSTS OF THE MARKET
PURPOSE
Step 1 analyses the market for each one of the hotel’s services in an attempt to isolate significant trends and identify opportunities and risks. Information about the hotel’s market is gathered so that we can select the market segments with the greatest potential and devise ways to retain existing and attract potential customers by offering the type of services they require.
METHOD
Each department should ask itself such questions as:
"X" Wliat business am I in?
Nliat am I really selling?
* To whom am I selling it? (existing customers)
* ‘V'/ho else can I sell to? (potential customers)
* Wliat could I be selling?
* Vfho could I be selling to? . •
EXAMPLE
In step 1 v/e might identify our target group as say of ourguests are businessmen and 20% of these are Geixnans who are senior executives and use travel agents for their reservations". In step 2we .examine its potential and find "that our entry into the EEC willincrease the importance of this, market segment".
Later in the planning process - steps 5 and 6 - this information can be used when deciding where to concentrate our sales and advertising effort. V/e might also decide to reduce commissionable business by calling on major German companies to encourage them to telex their reservations direct and we might try to increase our range of service to appeal to German executives e.g. have German speaking secretaries. In this way we have identified and explored an opportunity.
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Purpose
On step 2 we attempt to.identify those elements of our total business environment which can affect our business and our method of operation - either directly or indirectly. To a larger extent these factors will be outside the direct control of the hotel's management. Nevertheless, our awareness of tliem means that we can plan our actions and grade the development of our business in such a way that v/e can either neutralise their effect or exploit any opportunities which may become available.
Method
Systematically analyse each aspect of the environment e.g. government legislation (national, local or international; the economy, the political scene, technology etc. and consider what changes will or are likely to take place. The corporate planning guideline of' Lex must also be considered.
Management should ask themselves:
*
*
How will this affect my business? My customer: my supply of raw materials?How will it affect the competition?How will it affect my method of operation?How will it affect my costs?
Part of the input for this step will be provided in the quarterly economic forecast from Planning Department.
Example
LEGISLATION - The government is going to introduce V.A.T. %Value Added Tax) how will, this affect my accounting systems? My pricing structures? My food costs?Or the Local Authority introduces a new oneway road system, how will this affect access to 'the hotel? or inflation is forecast at 7.5% next year, how will this influence my operating .Or tourist attractions like operating at capacity, will tourism?
costs? Westminster this affect Abb-;the y are now pattern of
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ANALYSIS OF TITE COMPETITION
Purpose :
To .Identify those businesses or parts of businesses which are directly competing in our markets for opr customer, i.e. direct competitors. To analyse their weaknesses. Step 5 is also intended to identify indirect competition - i.e. alternative ways existing or potential customers can spend their money and time. By analysing both direct and indirect competition management should be able to predict competitors activities and exploit opportunities, while neutralising risks.
Method:
The examination of every aspect of a competitor’s operation • including his systems etc. Where it is feasible visits should be made to see how the competition operates and if possible people who have had experience of the competition either as employees or in a service capacity should be contacted. Financial accounts and annual reports should also be examined. This allows management to consider the strengths and weaknesses of the competition and to gain a balanced view of the alternative services', facilities that a potential customer may consider before he decides to purchase.
Management, in analysing the competition, should ask themselves:
W’ho are major competitors?V/ho are our secondary competitors?Who/what are our indirect competitors?How do they compete?Do they compete with all our products, or just part?E.g. pricing, pliysical facilities.
It should be noted that an analysis of the competition should include an analysis of areas where there is competition for the resources we require to run our business e.g. other companies or hotels competing for catering staff, other companies recurring X la/;-G c .jcnui t.u. • o:! pri.-*c Scot cl caec etc.
The competition or luxury hotel rooms takes a nuaiber ef forms - the Savoy uses the image and reputation; The Inn on th. Park, its physical" facilities ; the Hilton, its sales effort and reservation system. If we cannot attack the market on their terms we could choose to compete using our own strong points, Wlien we come to consider the Creation of Tactics we might decide to stress that we are more modern than the Savoy, more traditional than The Inn on the Park and more English than the Hilton.
In terms of secondary competition the growth of second holidays abroad or ski holiday might .Influence our- Chrjstm.'.s and New Year trade.
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ANALYSIS OF STIŒNGTIÎS AND V/EAKNIÎSSES - PLUS
SELECTION OF KEY AREAS SliîNSITIVE TO CHANGE
To isolate the inherent strengths and weaknesses of our business as well as its strengths and weaknesses in relation to tho market environment and competition.
The second part of this step - selection of key areas sensitive to change is designed to identify those elements in the business which are extremely sensitive to changes in the market.
Method :
The analysis of the strengths and weaknesses of the business relies upon the information uncovered in steps 1 - 3 .  The investigation should cover every aspect of your business including operating systems, accounting systems, personnel etc. Management should ask themselves:
Nliat are my strengths in relation to the competition? The rest of the hotel?What are the strengths of my department?V/hat are my strengths in relation to the market, environment, etc.?What are my weaknesses?
The selection of key areas attempts to identify those areas of the business which are extremely sensitive to change. The aim is to measure the worth of each strength and weakness in order to decide its relative importance (if it is to be used in developing our products). Or if it is necessary to protect and/or develop an aspect of our operations to maintain its position.
Example :
Strength - The ] the best in London. \ is well known for prime quality beef -
Key area - There is growing concern that hormone fed beef can be harmful to health - or a 10% rise in beef prices is forecast and this will increase food cost by 4%.
tep !3
i
GENERATION Of- ALTERNATIVES AMD IDEAS - PLUS 
TUI'l RRRI^ARATION OF A MOMENTUM FOIU'^ OAST’ 4 0
Purpose :
This step has a twofold purpose (a) to detex'raiuo t?ie difference between where the business is going if we do nothing, (momentum forecast) and where it should be as defined by corporate planning guideline. This will uncover a performance GAP and (b) the generation of a serJ.es of creative ideas whiclT^can lead to possible cources of action which a department may undertake without regard for existing constraints.
By identifying the Gap and generating a series of actions or ideas management should be able to think about their businesses from new points of view.
Method :
The momentum forecast draws together the information obtained in steps 1 - 4 about the existing situation and then asks the question: where will we be in six months or a year if we just carry on the way v/e are going? This forecast is then compared with the group or divisional planning guidelines and the difference between the two becomes the GAP (profit, turnover, etc.)
The generation of alternatives is based on a brainstorming session the objective of which is to produce a series of possible ideas.It is vital at this stage not bo criticise or censor any idea, because it is often difficult for people closely involved in an operation to consider really radical possibilities (thatMs ridiculous", "nobody ever ..,."). The help of someone from outside the department with no knowledge of th.e way things are "always" done might be more helpful.
Examples :
The Corporate planning guidelines call for an increased profit of 25%. After discussion it is agreed that the Hotels will increase profit by 20%, but that Hotel X will increase profits by 30%, which represents profits of f500,000. The momentum forecast shows a profit of £450,000 which leaves a gap of £50,000.
It should, be noted that the same process is repeated within-the------hotel for each department. Therefore, Banqueting may be required to show a departmental profit of £110,000 and the momentum forecast shows £100,00 which leaves a profit gap of £10,000.
Generation of Ideas
It is almost impossible to give hotel examples here. An example from another industry is that a group of mining engineers suggested that the solution to the problem of a flooded mine was
.....to mako/Continued.
to make water run uphill. Whilst this was impossible it did load to the invention of a new pujiip which, could sucJc wai:oi‘ out of open pit mines. The pump is curront.ly used in the U.S.A.
Tfffî CREATION OF TACTICS,
3 4 2
Purpose :
To create and select courses of action geared to the one year planning period which will fill the gap identified in step Î3.Where possible alternative tactics should bo created showing a range of possible results. ■
Method :
Tactics should be selected vâth regard to the opportunities and risks identified in step 1 - 3  and the strengths and weaknesses isolated in stop 4. They should also take into consideration the key areas, the ideas generated on step 5 and the nature and extent of the gap.
It is important to consider constraints imposed upon one*s action by the limited time scales (e.g. one year).
Where possible at least three sets of actions should be generated drawing different range values ~ e.g. upper, medium and lower. From these range values one series of actions can then be chosen for incorporation in the quantified plan.
Whichever actions are chosen they must be internally consistent - - follow logically from steps 1 - 4 .
Examples:
We will introduce German secretarial support and employ a salesman to call on major Continental cities. An advertising campaign will also be mounted in major European daily papers at a cost of £4,500. Additional room sale of £45,000 arc expected.
3 4 3
;ep 7 * TME PROFIT' Ï1.AM
To provide a summary of the planned business ocl;ivitior.; over the future period wi'itten in terms which can be used to evaluate and control actual performance. This document also acts as a recordof the planning process (to improve future planning) and as ameans of communicating the agreed responsibilities of each department.
Method :
The plan must be written so t]:iat it can act as the management tool which it is intended to be.
(a) Time periods. Sub totals must be provided at intervals whichcorrespond with financial periods i.e. a four-four-five week system must be used.
(b) Variance analysisSufficient detail must be provided in the plan and its supporting documents to permit t!ie kind of , analysis that will allow us to learn from our mistakes.
Example :
To say that we did not achieve our rooms division in the first period of net profit by €1,000 is meaningless in the sense that it provides no clue to the action requred.
To say that this v/as because we did not achieve our avei-age rate due to low double occupancy in turn due to a low proportion of tourist business allows us to consider (and evaluate) the possibility of increased advertising to this market segment.
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APPENDIX M
Guide to the completion of the planuin# process
Tir.E HOLE OF rUJPPOFT AREASAppendix 1
The prime responsibility for controlling the profit of each revenue outlet is the managers* of that department. It. is considered essential that each manager bo completely in.vo.lved in the production of his own plan and thus be able to accoual; for it.
i) Production Areas
- kitchens- bars
\ These areas will be given planned sales mix:es for each revenue \putlet- and will be requested to calculate the cost implications oif this and where necessary plan alternative ways to meet cost objectives.
iiî) Reserve Central Areas
i - purchasing- personnel
'e source
ThesG areas are again concerned with the cost implications o: the revenue plan and will be consulted with regard both to ensuring the continued supply of essential resources (materials and manpower), identifying alternative ideas to meet r  needs £^ nd the development and use of existing resources.
\ill) SAles Areas 
— ScalesT publicity and advertising
\ ofRevenue plaris will be given to these areas to show the level business which is regarded as safe existing business, whicli requires maintenance (in terms of calls etc.) and the level of new business required to replace loss and meet profit targets. Sales will also advise on their potential of now or existing (sources of revenue to further integrate its activities with )perational areas, and in consequence its budget will be charged the departments v/hich it serves. to
ÏHI5 IM|->I,T.CATIONS FOR TIK3 M0TI3L 3 4  6Appendix II
t
This method of planning and control can not ho modo to work unless there is a committment to use it as a management tool and to provide the information on which it is based.
(a) Analysing the existing situation - requires the development of procedures to collect market information and analyse it. It will also bo necessary to develop forms and provide assistance to department heads so that information is properly used in the planning process.
(b) Reporting procedures - involves the design of forms to compare actual against plan in. terms that can be analysed.
(c) The management process - requires managers to compare and evaluate their own performance against plan. Appraisals should bo related to a manager^s abiliby to successfully plan and regulate the activities of his department in terms of stated objectives.
Cost/Benefit
There is little doubt that this more precise planning process will invlove greater costs than at present. Information, like any other resource, costs money to collect and it will also be necessary to develop some standards against which to measure performance. Managers will be asked to do more work and assume greater responsibility for the management of their departments.
The benefits of this process are that managers will start to use their time to manage instead of to merely keep going. They will be able to measure their own achievements and get the necessary support for their plans. A planning and control process of this type may be crucial if we are to maintain our market position in the face of an increasingly difficult situation.
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A GUIDE TO THE COMPLETION OF
STEPS 1^4 OF THE HOTEL
P R OFIT  PLANNING PROCESS
P l e a s e  t r y  a n d  r e a d a l l s e c t i o n s  t o g e t  a g e n e r a l  i d e a of w h a t
IS WANTED.
(0)
0, T II E Pr o d u c t De i i n i t i o n .
0 .1. WllA‘1 ARE WE TRYING TO SELL, WHAT NEEDS ARC WL TRYING TO E ILL?
DESCRIDE t h i s  IN' t h e  m o s t  GENERAL TERMS POSSIHLE, DUT 
INCLUDE A SECTION FOR EACH OF FACILITIES - SERVICE - LOCATION - 
PRICE STRUCTURE.'
0.2. What do we want people t o  think of what we sell?
T r y  a n d  s u m m a r i s e  t h e  s t a n d a r d s . R e f e r  t o q u a l i t y , q u a n t i t y  
a n d  p r i c e . Do n o t  u s e  w o r d s  l i k e  " h i g h ” o r " l o w " w i t h o u t  
c o m p a r i n g  t h e m  to s o m e t h i n g , e .g . " a h i g h e r  q u a l i t y  of X t h a n ....
0 . 3 ,  How ARE WE TRYING TO SELL IT?
W h a t  t e c h n i q u e s  a r e  d e i n g  u s e -d to a t t r a c t  t h e  a t t e n t i o n  of 
THE m a r k e t  to THE PRODUCT. CONSIDER MERCHANDISING (t HE WAY 
t h i n g s  a r e  d i s p l a y e d ) ADVERTISING, SALES PROMOTION, PURCHASE INCENTIVES ( i n c l u d i n g  DISCOUNTS, PRICE REDUCTIONS AND ALLOTMENTS) 
AND SALES SUPPORT (t HIS REFERS NOT ONLY TO SPECIFIC TASKS OF 
SALES PEOPLE, BUT ALSO RESERVATION AND BOOKING SERVICES).
TO BE COMPLETED BY EACH OPERATING DEPARTMENT,
K
L - _ _______L:
V I 7---------^-------- ---------------------------------
34 9
A .  ‘ ROOMS D I V I S I O N  AREA
I . TI IE M a r k i: T ( w n o a r? c w F u c: l l i n o t g )
1,1 , WllO ARE WE SELLING TO ( TI IE CUSTOMER Pr OEII.e ) - ÜY M(^MTH.
S e x : M a l e  F e m a l e  #
A g e : - 2 0  ^ . , 2  1-30 3 1-40 4 0 - 0 0  6 0 4  %
I n c o m e :  - £ 4 , 0 0 0  £ 4 , 0 0 0 - 7 , 5 0 0  £ 7 , 5 0 0 - 1 0 , 0 0 0  %
O v e r  £ 1 0 , 0 0 0  f
O c c u p a t i o n : C h i e f  E x e c u t i v e  S e l f  E m p l o y e d
E x e c u t i v e  • P r o f e s s i o n a l
S a l e s m a n  O t h e r
In d u s t r y : D e s c r i b e  a n y  i n d u s t r y  o r p r o f e s s i o n a l  g r o u p i n g s  w h i c h  
m a y b e a p p a r e n t  E.G. LEGAL, ACCOUNTING, AUTOMOBILE
M a n u f a c t u r e , C h e m i c a l s ,
NATIONALITY: USE NOT LESS THAN FIVE GROUPINGS AND DESCRIBE THE
n a t i o n a l i t y  b y t h e  PASSPORT OF THE GUEST,
Now USE SIMILAR GROUPINGS TO SHOW THE PATTERN AS IF 
PEOPLE WERE NATIONALS OF THE COUNTRY IN WHICH THEY LIVE E.G. IF A MAN CARRYING A U . S .  PASSPORT GIVES A HOME ADDRESS IN PARIS COUNT HIM AS A FRENCHMAN.
Do THE PROFILE CHARACTERISTICS FOR ANY OF THESE NATIONALITY GROUPS VARY SIGNIFICANTLY FROM THE AVERAGE ALREADY DESCRIBED
I.E. FOR EXAMPLE IF THE AVERAGE AGE OF THE GUEST IS 47, BUT THE 
AVERAGE AGE OF ASIAN GUESTS ONLY 3 2  MAKE A NOTE OF THE FACT.
S u m m a r i s e  t h e  p r o f i l e  o f  M g r o u p s ", i s t h i s  d i f f e r e n t  f r o m  t h a tOF INDIVIDUALS.
1.2. T r a v e l  p a t t e r n  a n d  P u r p o s e  o f  v i s i t
It  i s u s e f u l t o  k n o w  w h y  p e o p l e  v i s i t e d  t h e  c i t y . P o s s i b l e
REASONS MAY INCLUDE:
. IT IS A PORT OF ENTRY TO THE STATE OR CONTINENT,, THIS ONE CITY ON A HOLIDAY TOUR O F  SEVERAL CITIES (BETWEEN 
W.H I C H points),. PART OF A BUSINESS TRIP (BETWEEN WHICH POINTS). AS A FINAL DESTINATION TO - ATTEND A CONFERENCE
- HAVE A HOLIDAY- VISIT AN EXHIBITION OR FUNCTION.
1.3. B e h a v i o u r  a n d  S p e n d i n g  P a t t e r n
T r y  a n d  d e s c r i b e  t h e  b e h a v i o u r  of g r o u p s  s u c h  a s n a t i o n a l i t y  
GROUPS o r o c c u p a t i o n a l  GROUPS:
•:riv r ..
^ ■ • • ■ • ' '■     ' •  ' 4/
(s)
1.3, CONT1NUEO.
M o d e  or A r r i v a l  (to c i t y ) :  * P L A N E  % b o a t  ^  c a r  fo
R A I L  ^  O t h e r  %
/‘■ W h a t  .u s e  i s m a d e  o f  o t h e r  h o t e l  s e r v i c e s , d e s c r i b e  t h e  
p r o p o r t i o n  u s i n g  T H E  R E S T A U R A N T S ,  V A L E T ,  C O N C I E R G E  ETC.
W h a t  p r o p o r t i o n  m a k e  m o r e  t h a n  o n e  v .i s i t p e r  y e a r , p e r  m o n t h ,
OR P E R  W E E K ,  ..
W h a t  is t h e  a v e r a g e  l e n g t h  o f  s t a y , ' ■
W h a t  i s t h e  a v e r a g e  s p e n d  p e r  v i s i t ,
•1,4. P a t t e r n  o f  B u s i n e s s
D e s c r i b e  f l u c t u a t i o n s  in t h e  p a t t e r n  o f  b u s i n e s s  in v o l u m e  
(o c c u p a n c y ) a n d  p r i c e  (r a t e ) . . . .
, BY m o n t h
. B Y  WEEK ' ’ • V'- ' . BY DAY (o r g r o u p  OF DAYs) ’ ' '  ^' /
. W h a t  is t h e  c a u s e  o f  t h e s e  f l u c t u a t i o n s
• . A t  t i m e s  of l o w  o c c u p a n c y  or r e v e n u e ,  w h a t  h a p p e n s  to T H E
.p a t t e r n s  a l r e a d y  d e s c r i b e d ,
. W H A T  c a u s e s  c h a n g e s  IN D O U B L E  O C C U P A N C Y .  ■ •
. W H A T  d i s c o u n t i n g  P A T T E R N  IS U S E D ,  W H A T  R A T E S  ( p R I C E s )
a c h i e v e d . • , •
W h a t  is t h e  t r e n d  o f  b u s i n e s s  in e a c h  b u s i n e s s  p e r i o d s ,
• T r y  a n d  i d e n t i f y  t h e  u n d e r l y i n g  c a u s e s  o f  t h i s  t r e n d .
1.5. R e s e r v a t i o n s  . ■
. W h a t  k i n d  o f  p e o p l e  t e n d  t o  a r r i v e  w i t h o u t  a r e s e r v a t i o n  in . 
A d v a n c e . . . • .
/ W h a t  p r o p o r t i o n  o f  t h e  t o t a l  d o  t h e y  f o r m ,
■In w h a t  f o r m  d o  r e s e r v a t i o n s  a r i s e : .
l e t t e r s  - T E L E P H O N E  - T e L E x / c a B L E  - P E R S O N A L  C A L L  - R E S E R V A T I O N  
' S E R V I C E  - O T H E R .
• G i v e  t h e  b o o k i n g s  m i x  p e r c e n t a g e  a n d  r e s e r v a t i o n  l e a d  t i m e  f o r
E A C H  m o n t h  o f  T H E  Y E A R  I N C L U D E :
■ In d i v i d u a l s , T r a v e l  A G E N T S " ^  T o u r  O p e r a t o r s , a n d  In c e n t i v e  
H o u s e s , C o n v e n t i o n  A g e n c i e s , 'Co m p a n i e s ', C a r r i e r s , R e s e r v a t i o n  
S e r v i c e s , G o v e r n m e n t  a n d  I n s t  i t u t  i o n s  ,‘a n d  r e f e r r a l s .
W h a t  i s t h e  g e o g r a p h i c a l  l o c a t i o n  o f  m a j o r  b o o k i n g  a g e n t s .
D o e s  i t m a t c h  t h e  r e s i d e n c e  o r  n a t i o n a l i t y  p a t t e r n  o f  g u e s t s .
D o e s  i t m a t c h  t h e  l o c a t i o n  p a .t t e r n  o f  c o m p a n i e s . W h o  a r e  t h e
b o o k i n g  a g e n t s  f o r  e a c h  t y p e  o f  g u e s t ,
1.6. T h e  P o t e n t i a l  M a r k e t  (w h o  c o u l d  w e  b e  s e l l i n g  t o )
T h e  p u r p o s e  of t h i s  s e c t i o n  is to e x a m i n e  t h e  tota.l size' of o u r
EXISTING m a r k e t . ON PRESEN} INFORMATION WHO COULD BE BUYING FROM US.
(3)
3 5 1
1,6, CONTINUED
E x a m p l e  I, We m a y  f i n d  t h a t  o v e r  5 0 ÿ  or t r a v e l  a g l n 'i s b o o k  i n o  t h e
h o t e l  a r e  L O C A T E D  IN T 111.'. S A M E  C I T Y  AS T H E  H O T E L  A N D  T H A T  
t h i s  5 0 ÿ  B O O K S  OF A L L  T R A V L L  A g E M T ^ G  B U S I N E S S .  I F
IT IS F O U N D  T H A T  T H I S  R E P R E S E N T  O N L Y  I 0 ^  OF A L L
.T R A V E L  A G E N T f S  IN T H E  C O U N T R Y  T H I S  I N D I C A T E S  S C O P E  F O R  
I N C R E A S I N G  C O V E R A G E .
E x a m p l e  2, L o o k  at t h e  p r o f i l e  f o r  g u e s t s  of g r o u p s  an d  c o m p a r e  it 
W I T H  I N F O R M A T I O N  A B O U T  T H E  P O P U L A T I O N  IN G E N E R A L ,  H o W  
M A N Y  P E O P L E  E A R N I N G  B E T W E E N  £ 7 , 5 0  1 TO £ 1 0 , 0 0 0  A R E  T H E R E  
IN (say) F r a n c e .  Is t h i s  a g r o u p  w h i c h  is e x p a n d i n g  or
D E C L I N I N G ,  A G A I %  T H E  A I M  I 8 TO I D E N T I F Y  C L U E S  TO A C T I O N  
T H A T  CAN BE U S E D  IN L A T E R  P A R T S  OF T H E  P L A N .
(4) 3 5 8
A .  . FOOD AND RC VF. IMG F ARILA
I . T H c M A R i< l: t
I . I . VA 10 mu: Vl'f. S E L L I N G  TO ( T 11E C U S T O M  P r O F I L e ) - BY M O N T H ,  BY 
M E A L  P E R I O D .
S e x :  M a l e  % F e m a l e  fo
A g e :  - 3 0  f, .30-40 fo, 4 0 4  f
In c o m e : - £ 3 , 0 0 0  £ 3 , 0 0 0 - 5 , 0 0 0  £ 5 , 0 0 0 - 7 , 5 0 0  £ 7 , 5 0 0 4
O c c u p a t i o n : C h i e f  E x e c u t i v e  S e l f  E m p l o y e d
E x e c u t i v e  P r o f e s s i o n a l
S a l e s m a n  • G o v t , e m p l o y e e
P r i v a t e  In d i v i d u a l
In d u s t r y : D e s c r i b e  a n y  i n d u s t r y  o r p r o f e s s i o n a l  g r o u p i n g s
WHICH MIGHT BE APPARENT E.G. LEGAL, ACCOUNTING,
C o n s t r u c t i o n , A v i a t i o n .
N a t i o n a l i t y : Is t h e r e  a n y  m a r k e d  g r o u p i n g  o f  n a t i o n a l i t i e s . 
R e s i d e n t i a l  p a t t e r n : W h e r e  d o  r e s t a u r a n t  g u e s t s  l i v e .
, S T A Y I N G  IN H O T E L S  (w H I C h )
. R E S I D E N T  W I T H I N  T H E  C I T Y  (W H I C H  A R E A S )
, RESIDENT OUTSIDE THE CITY (WHERE)
O f f i c e  L o c a t i o n : W h a t  p r o p o r t i o n  o f  g u e s t s  v i s i t  t h e  r e s t a u r a n t
D I R E C T  F R O M  T H E I R  O F F I C E S .  W H A T  IS T H E  L O C A T I O N  
P A T T E R N  OF T H E S E  O F F I C E S ,
O u t l i n e  t h e  m a r k e t  a r e a  f o r  e a c h  m e a l  p e r i o d  - h o w  f a r  o r  l o n g  a r e  
P E O P L E  t r a v e l l i n g  TO R E A C H  T H E  R E S T A U R A N T .
W h a t  p r o p o r t i o n  of t h e  g u e s t s  a r e  u s i n g  t h e  r e s t a u r a n t  f o r  b u s i n e s s , 
FOR p l e a s u r e .
1 . 2 .  B e h a v i o u r  a n d S p e n d i n g
W h a t is t h e  m o d e  of a r r i v a l  t o t h e  r e s t a u r a n t s : 
c a r  t a x i w a l k  p u b l i c  t r a n s p o r t .
' W H A T  IS T H E  " c r o s s  U S A G E "  OF F A C I L I T I E S  I.E. B A R  G U E S T S  U S I N G  
T H E  R E S T A U R A N T ,
W h a t is t h e  a v e r a g e  s p e n d  p e r  v i s i t  (t o t a l ), t h e  s p e n d  o n f o o d
A N D  T H E  S P E N D  ON B E V E R A G E .  Ü 0 E S  T H I S  V A R Y  BY C U S T O M E R  T Y P E ,
Wh a t  is t h e  l e v e l  of r e p e a t  v i s i t  (e.g, w h a t  p r o p o r t i o n  of 
g u e s t s  v i s i t  M O R E  T H A N  O N C E  P E R  M O N T H ,  W E E K .  D o E S  T H I S  V A R Y  B E T W E E N  
( sa y )  t y p e s  of G U E S T S  OR  M E A L  P E R I O D S . )
I ' = ' , 3
‘ 1.3, PATT f-: RN 01- Bus I N S Sk
é DESCRIBE FLUCTUATIONS IN THE PATTERN OF BUSINESS IN SEAT
 ^ TURNOVER (v o l u m e ) AND PRICE (AVERAGE CHECK).
• , . OY MONTH
‘ ; BY WEEK
. BY DAY
L W h a t is t h e  c a u s e  of t h e s e  f l u c t u a t i o n s .
. a t t i m e s  of l o w  TURNOVER OR REVENUE WHAT HAPPENS TO THE
ALREADY DESCRIBED PATTERNS,
), . DOES THE SALES MIX CHANGE, DOES THE GROUP SIZE OR MEAL
PERIOD ALTER,I
W h a t  i s t h e  t r e n d  o f  b u s i n e s s  i n e a c h  b u s i n e s s  p e r i o d .r
I T r y  a n d  i d e n t i f y  t h e  u n d e r l y i n g  c a u s e s  of t h i s  t r e n d .
rI 1,4. R e s e r v a t i o n s  
! -------------------------------
W h a t  p r o p o r t i o n  o f  g u e s t s  m a k e  r e s e r v a t i o n s  in a d v a n c e , w h o
a r e  THEY.
W h a t  is t h e  p a t t e r n  of a r r i v a l  b y m e a l  p e r i o d . Do e s  t h i s  
v a r y  b y d a y  of w e e k , w e e k  OF YEAR, ETC,
1.5. T h e  P o t e n t i a l  M a r k e t  (w h o  c o u l d  w e  b e  s e l l i n g  t o )
T h e  p u r p o s e  of t h i s  s e c t i o n  is to e x a m i n e  t h e  t o t a l  s i z e  of 
o u r  e x i s t i n g  m a r k e t .  On p r e s e n t  i n f o r m a t i o n ,  w h o  c o u l d  be b u y i n g  
f r o m  us.
E x a m p l e  I. L o o k  at t h e  p o p u l a t i o n  c h a r a c t e r i s t i c s  of t h e  c i t y , a n d 
t h e  a r e a s  of THE CITY IN WHICH YOUR MARKET LIVES. HoW DOES IT 
c o m p a r e  w i t h  t h e  CUSTOMER PROFILE.
E x a m p l e  2. Wno is a ^t y p i c a l  ^ r e s t a u r a n t  u s e r , w h e r e  ( in t e r m s  of 
p r i c e ) is THE BULK MARKET LOCATED. V/HAT ARE THE CHARACTERISTICS 
OF LUXURY r e s t a u r a n t  USERS. HOW DO THESE COMPARE TO OUR OWN 
GUESTS. WHAT FOODS ARE "POPULAR", WHAT FOODS DO WE SELL,
N o t e : B a n q u e t i n g  a r e a s  s h o u l d  t a k e  i n t o  a c c o u n t. DIFFERENT FUNCTION TYPES - WHEN WHY, WHERE FROM,
HOW MUCH,. BOOKING AGENTS - WHO, WHY,
. RESERVATION LEAD TIME.
SECTION 2
THE ENVIRONMENT
T h e  p u r p o s e  o p  t h i s  s e c t i o n  is t o  c o n s i d e r  p o s s i b l e  c h a n g e s  in t h e
b u s i n e s s  w o r l d  T H A N  CAN A F F E C T  T H E  H O T E L ,  BU T  W H I C H  C A N N O T  BE C O N ­
T R O L L E D  BY T H E  C o m p a n y . T h e r e  a r e , t h e r e f o r e , t w o  s e t s  o f  q u e s t i o n s  
TO T H I N K  a b o u t :
. w h a t  c h a n g e s  w i l l  o c c u r ,
. H O W  w i l l  t h e y  a f f e c t  M Y  M A R K E T S ,  O P E R A T I O N S ,  
c o m p e t i t o r s  a n d  T A C T I C S .
I. P O S S I B L E  OR S U R E  C H A N G E S .
I I . L e g i s l a t i o n
C h a n g e s  in l a w s  a f f e c t i n g  t h e  h o t e l  m a y  b e  m a d e  a t  t h r e e  l e v e l s :
. L O C A L  - C I T Y  O R D I N A N C E S ,
. N A T I O N A L  - A C T S  OF P A R L I A M E N T  OR F E D E R A L  LAW.
. In t e r n a t i o n a l  - In t e r n a t i o n a l  a g r e e m e n t s .
W h e n  c o n s i d e r i n g  t h e  e l e m e n t s  o f  s e c t i o n  1.1. i t is n e c e s s a r y  t o  
T H I N K  o f  a l l  t h e s e  L E V E L S .  T H E  T Y P E S  OF L E G I S L A T I V E  C H A N G E  T H A T  M A Y  
O C C U R  i n c l u d e :'
{ A ) F I S C A L
T h i s  c a n  a l t e r  t h e  l e v e l  o r  m e t h o d  o f  t a x a t i o n , c a m  a f f e c t  t h e  s u p p l y
OF M O N E Y  ( h o w  M U C H  P E O P L E  H A V E  IN T H E I R  P O C K E T S )  A N D  CAN I N F L U E N C E  
P E O P L E ? S  W I L L I N G N E S S  TO S P E N D  BY C O N T R O L L I N G  T H E  A V A I L A B I L I T Y  OF 
C R E D I T  OR T H E  B E N E F I T S  OF S A V I N G S .
(B ) L A B O U R
C h a n g e s  h e r e  w i l l  m a i n l y  a f f e c t  h o w  t h e
L E G I S L A T I O N  T E N D S  TO C O N T R O L  T H E  W A Y  IN 
E.G. C O N D I T I O N S  OF E M P L O Y M E N T  OR L A B O U R
( C ) E C O N O M I C
H O T E L  O P E R A T E S ,  S I N C E  
W H I C H  L A B O U R  IS T R E A T E D ,  
R E L A T I O N S ,
N A T I O N A L  OR 
U S E  OF F I S C A L
T h i s  k i n d  of l e g i s l a t i o n  is a l m o s t  a l w a y s  m a d e  at a 
I n t e r n a t i o n a l  l e v e l .  I t  is c l o s e l y  l i n k e d  w i t h  t h e
C O N T R O L S ,  B U T  T E N D S  TO W O R K  IN T H E  L O N G E R  T E R M .  T H U S  A G O V E R N M E N T  
MAY E N C O U R A G E  I N V E S T M E N T  ( w H I C H  W I L L  S T I M U L A T E  F U T U R E  P R O D U C T I O N )  
OR M A Y  E N C O U R A G E  T R A D E  W I T H  O T H E R  C O U N T R I E S .  T H E  L A T T E R  CAN BE 
V E R Y  I M P O R T A N T  FO R  H O T E L  B U S I N E S S  M A R K E T S .
(D ) D I R E C T
L a w s  w h i c h  d i r e c t l y  c o n t r o l  
t h o s e  r e l a t i n g
E N T E R T A I N M E N T ,RESPONSIBILITY
W H A T  T H E H O T E L  D O E S  I N C L U D E  NOT O N L Y
TO T H E  S U P P L Y  OF F O O D ,  D R I N K  AN D  A C C O M M O D A T  I ON' A N D---
BUT A L S O  T H O S E  R E L A T I N G  TO C O N T R A C T S ,  S A F E T Y  A N D  T H E  
OF O N E  C I T I Z E N  TO A N O T H E R  (t O R t ).
( e ) P O L I C Y
P o l i t i c a l  d e c i s i o n s  c a n  a l s o  h a v e  g r e a t  i m p a c t  o n  t h e  h o t e l .
O b v i o u s l y  c h a n g e s  in f o r e i g n  p o l i c y  w i l l  a f f e c t  t h e  v o l u m e  a n d  n a t u r e
OF A R R I V A L S  AT O U R  P O R T S  AN D  Z O N I N G  R E G U L A T I O N S  TO C O N T R O L  T R A F F I C  
P A T T E R N S  (on A I R ,  SEA OR L A N D )  OR. T H E  U S E  OF L A N D  A N D  B U I L D I N G S  CAN 
D R A S T I C A L L Y  A L T E R  O U R  P A T T E R N  OF T R A D E .  E Q U A L L Y  I M P O R T A N T ,  B U T  L E S S  
O B V I O U S  A R E  T H E  E F F E C T S  OF S T R A T E G I C  P O L I T I C A L  D E C I S I O N S  W H I C H  A F F E C T  
B U S I N E S S  C O N F I D E N C E  - S U C H  AS G O V E R N M E N T  A T T I T U D E S  TO I N F L A T I O N  OR 
E X C H A N G E  R A T E S .
(Y)
3
(i.:) Po l i c y  c o m t  i n ü l d  .
F i n a l l y , or c o u r s l -, p o l i c y  d e c i s i o n s  r e g u l a t i n g  t h e  p e r f o r m a n c e
OF THE UNIT WILL LIE MADE AT CORPORATE AND DIVISIONAL LEVEL AND 
THESE W I L L. B E  TAKEN INTO ACCOUNT IN STEP 5.
1.2. C u l t u e
C u l t u r a l  c h a n g e s  a r e v e r y  d i f f i c u l t  t o i d e n t i f y  as t h e y  t e n dTO HAPPEN VERY GRADUALLY. T h EY ARE ALSO VERY COMPLEX, FoR CONVENIENCE CULTURAL CHANGES HAVE BEEN SPLIT INTO THREE MAJOR 
EL EMENTS.
(a ) L ife S t y l e
T h i s  is t h e  v;ay p e o p l e  l i v e . I t  i n c l u d e s  b e h a v i o u r  - s u c h  asWHETHER THEY LIKE TO SAVE OR SPEND, OR..THE ATTITUDES WHICH A GROUP 
MIGHT SHARE ABOUT WHAT THEY THINK IS RIGHT OR WRONG, GOOD OR BAD - 
AND ALSO STAND,ARDS OF LIVING - HOW MUCH MONEY THEY HAVE, HOW THEY 
SPEND IT, ETC.; SINCE THIS AFFECTS WHAT THEY NEED AND EXPECT WHEN 
THEY VISIT A HOTEL, ToURISM IS AN IMPORTANT PART OF LIFE STYLE, BEING MADE UP OF THINGS LIKE THE LENGTH AND FREQUENCY OF HOLIDAYS,
OR THE ROLE OF TRAVEL FOR BUSINESS OR PLEASURE OR THE RELATIVE 
ACCESSIBILITY OF ONE PLACE OR ANOTHER.
(B) Fashion
T h i s  is w h a t  p e o p l e  l i k e  i o  d o , o r w e a r , o r v i s i t . An e a s y e x a m p l eOF THE USE OF FASHION AS A MARKETING TOOL IS IN THE CLOTHING INDUSTRY, BUT IT CAN ALSO APPLY TO FOODS OR TO PLACES OR TO WAYS OF 
DOING THINGS.
(c ) Po l i t i c s
How PEOPLE LIKE TO ORGANISE THEIR SOCIAL GROUPS CAN ALSO AFFECT WHERE THEY ARE LIKELY TO VISIT OR RECEIVE VISITORS FROM. CONSIDER 
THE IMPORTANCE OF POLITICAL STABILITY IN THE CHOICE OF HOLIDAY DESTINATIONS. SIMILARLY A PREFERENCE FOR OR AGAINST CENTRALISATION
CAN AFFECT THE WORKINGS OF AN INDUSTRY OR UNION, E.G. THE COST OF
SERVICES SUCH AS TELEPHONES, WHICH IS NATIONALISED IN SOME 
COUNTRIES. .
F i n a l l y , it m a y  b e n e c e s s a r y  t o c o n s i d e r  t h e  r o l e  of s p e c i a lINTEREST GROUPS, SUCH AS A LOCAL CONSERVATIONIST SOCIETY WHICH 
MIGHT INFLUENCE THE COMMUNITY IN GENERAL.
1.3. T e c h n o l o g y
C h a n g e s  o r d e v e l o p m e n t s  in t e c h n o l o g y  a f f e c t  n o t  o n l y  o u r
OPERATIONS, BUT ALSO OUR GUESTS.
(A ) R e s o u r c e s
H e r e  w e a r e  c o n c e r n e d  w i t h  m e n , m a t e r i a l s  a n d m e t h o d s  in t e r m s  of
AVAILABILITY - WHAT SKILLS CAN WE GET, WHAT MACHINES, HOW TO COMBINE
THE TWO - AND NOTING ANY ALTERNATIVES OR IMPROVEMENTS THAT HAVE 
BECOME AVAILABLE.
(b ) CCiHMUM i c at I ()M3----------------  a s  6B u s i n e s s m e n  o f t e n  h a v e  t o t r a v e l  s i m p l y  to c o m m u n i c a t e  w i t h  e a c hOTHER PROPERLY. IMPROVEMENTS IN FACILITIES FOR SEEING AND TALKING 
TO PEOPLE OR EXCHANGIN INFORMATION MAY ALTER TIÎAVEL PATTERNS,
C o n s i d e r  d e v e l o p m e n t s  in f a c i l i t i e s  a n d ttIe i r s u i t a b i l i t y  f o r
BUSINESS PURPOSES.
( C ) T ra n SPORT
T h e r e  a r e  a n u m b e r  of f a c t o r s  w h i c h  c a n i n f l u e n c e  n o t  o n l y  t h eEXTENT TO WHICH PEOPLE TRAVEL, BUT WHERE THEY CO - METHOD, SPEED, 
CONVENIENCE, COST AND RELIABILITY. CHANGES IN ACCESSIBILITY 
THROUGH NEW TRANSPORTATION FACILITIES CAN HAVE DRASTIC EFFECTS ON THE LOCATION OF A HOTEL OR A CITY (CONSIDER THE EFFECT OF SST ON 
T r a n s a t l a n t i c  t r a v e l .)
1,4. P h y s i c a l  En v i r o n m e n t s
M a j o r  c h a n g e s  a r e  n o t l i k e l y  t o o c c u r  in t h e  p h y s i c a l
ENVIRONMENT, BUT MAY BECOME IMPORTANT WHEN COMBINED WITH OTHER 
CHANGES.
(A ) Cl I MAT E
W e a t h e r  c o n t r u l  is n o t l i k e l y  t o b e w i t h  us u n t i l  t h e  e n d of t h e
CENTURY, b u t  t h e  IMPORTANCE OF WEATHER MAY CHANGE ACCORDING TO ITS 
RELEVANCE, FOR EXAMPLE FINE WEATHER IS IRRELEVANT TO A CHESS 
CHAMP IONSH I P .
(B ) POLLUTION
Po l l u t i o n  a f f e c t s  m o t  o n l y  t h e  n a t u r e  a n d  a v a i l a b i l i t y  of r e s o u r c e s
BUT CAN ALSO REDUCE THE ATTRACTION OF AN AREA. ANY POLLUTION 
AFFECTING THE WELL BEING OF. THE COMMUNITY SHOULD BE CONSIDERED 
INCLUDING VISUAL AND AURAL EFFECTS.
(c ) In f r a  S t r u c t u r e
T h i s i n c l u d e s  g e n e r a l  a m e n i t i e s  s u c h  a s r o a d s , s h o p s , e n t e r t a i n m e n t s ,
e t c . w h i c h  TOGETHER HELP TO MAKE A LOCATION MORE OR LESS ATTRACTIVE 
a s a TOURIST DESTINATION. ONE ADDITIONAL IMPORTANT CONSIDERATION MIGHT BE THE CAPACITY OF AN AREA OR PARTS OF IT RELATIVE TO ITS 
UTILIZATION, E.G. CERTAIN TOURIST ATTRACTIONS IN L o NDON ARE PHYSICALLY INCAPABLE OF ACCEPTING ANY MORE VISITORS IN THE PEAK 
MONTHS.
SECT ION 3
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T he p u r p o s e  of t h i s  s e c t i o n  is t o e x a m i n e  a n y  b a r r i e r s  t h a t
MIGHT EXIST BETWEEN US AND POTENTIAL EXPENDITURE TO BE DERIVED FROM OUR MARKET.
3.1. Co m p e t i t i o n  f o r  M a r k e t s  - D i r e c t
In THIS SENSE A COMPETITOR IS ANYONE WHO CAN SATISFY THE NEEDS OF THE MARKET IDENTIFIED IN SECTION I IN A SIMILAR WAY. 1t IS USEFUL IN THIS CONTEXT TO CONSIDER THE ELEMENTS OF THE PRODUCT AS : 
LOCATION - IMAGE - SERVICE - PRICE - FACILITIES.
. A MAJOR COMPETITOR IS DEFINED FOR CONVENIENCE AS ONE 
WHO COMPETES WITH THREE OR MORE ELEMENTS OF OUR
PRODUCT, ONE OF WHICH IS LOCATION. DRAW UP A MARKET
AND FACILITIES PROFILE FOR EACH OF THESE,
. A" SECONDARY COMPETITOR COMPETES WITH TWO OR LESSELEMENTS E.G. A LOCAL RESTAURANT WHICH IS CHEAPER 
AND LESS WELL APPOINTED. I T IS WORTH ASKING "WHAT NEED DOES THIS UNIT SATISFY?" BEFORE COMPLETELY DISREGARDING THE COMPETITION.
F o r EACH MAJOR COMPETITOR SUMMARISE:
. HIS FINANCIAL POSITION. HIS TACTICS AND STRATEGIES (PARTICULARLY CHAIN
o p e r a t i o n s )
. H I SrSTRENGTHS AND WEAKNESSES (wHICH MUST RELATE TO THE PROFILE DESCRIBED).
3.2. Co m p e t i t i o n  f o r  M a r k e t s  - In d i r e c t
In t h i s  SENSE A c o m p e t i t o r  is ANYONE WHO MIGHT PROVIDE AN' ALTERNATIVE USE FOR THE MONEY WHICH MIGHT HAVE BEEN SPENT WITH THE 
" h o t e l ". I t  c a n , t h e r e f o r e , o n l y  b e i d e n t i f i e d  in GENERAL TERMS. 
In d i r e c t  c o m p e t i t i o n  c a n b e p r o v i d e d  b y t h e  o t h e r  t o u r i s tDESTINATIONS. (LONDON V. F r a NKFURt ) OTHER FORMS OF ENTERTAINMENT 
(t h e a t r e  V. r e s t a u r a n t ) OTHER FORMS OF EXPENDITURE (COLOUR 
TELEVISION V, SECOND HOLIDAYS),
N o t e  a n y  t r e n d s  t h a t  a r e  a p p a r e n t  in g e n e r a l  p l u s  a n y 't h a t  a r e
MAKING THEMSELVES FELT SPECIFICALLY IN THE IMMEDIATE LOCALITY,
3.3. Co m p e t i t i o n  f o r  R e s o u r c e s
W e ARE COMPETING FOR RESOURCES NOT ONLY BETWEEN DEPARTMENTS OF 
THE SAME HOTEL OR HOTELS OF THE SAME CITY, BUT BETWEEN THIS INDUSTRY 
AND OTHER INDUSTRIES.
(A ) MANPOWER
W h a t  k i n d  of s k i l l s  o r q u a l i f i c a t i o n s  a r e  w e l o o k i n g  f o r , w h o  e l s eIS LOOKING FOR THEM. CONSIDER COMPARATIVE WORKING CONDITIONS, 
PROSPECTS, RATES OF PAY. WHAT TRAINING AND DEVELOPMENT IS AVAILABLE 
HERE WHICH Is/lS NOT AVAILABLE ELSEWHERE, WHO ELSE NEEDS THE PEOPLE
(in)
( A ) M an r> o w i: R c o n t i m u t: i).
THAT WE WANT.
( B ) M a t  er\ a l
W h ICH OTilLR ORGANIZATIONS ARE IN THE MARKET FOR THE GOODS THAT WE BUY. A t  w h i c h  POINT ALONG THE DISTRIBUTION CHAIN DO THEY COMPETE.
W h a t is t h e  a l t e r n a t i v e  a t t r a c t i o n  f o r  s e l l e r s  t o d e a l  in a n o t h e r
MARKET. VA I AT ARE THE CONDITIONS OF SUPPLY. WHAT PURCHASING POWER 
DO OUR COMPETITORS HAVE. W h ICH METHODS OF PURCHASE DO THEY USE.
(c) Money
T h e SUPPLY of m o n e y  a v a i l a b l e  t o an o p e r a t i n g  d e p a r t m e n t  IS CON­TROLLED b y THE Co m p a n y . Co m p e t i t o r s  f o r  t h i s  m o n e y  a r e , t h e r e f o r e ,
REPRESENTED BY OTHER INTERESTS OF THE . . GROUP, OTHER HOTELS IN
H o t e l  D i v i s i o n  a n d  o t h e r  d e p a r t m e n t s  o r a r e a s  w i t h i n  t h e  H o t e l .
Do NOT SPEND MUCH TIME ON THIS SECTION.
H o w e v e r , if y o u r  DEPARTMENT h a s  a l t e r n a t i v e  w a y s  of g e n e r a t i n gFINANCIAL RESOURCES BY DELAYING PURCHASES OR PAYMENTS, THEN YOU 
SHOULD CONSIDER FACTORS WHICH WILL PREVENT YOU FROM DOING THIS.
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SECTION 4
ANALYSIS OF STRLNOTHS AMD WEAKNESSES
D i v i d e y o u r  p a g e  in t o t h r e e  c o l u m n g  h e a d e d  f r o m  l e f t  t o r i o h t : 
STRENGTH/WEAKNESS CAUSE OF S / W .  - S E N S I T I V I T Y
B e g i n w i t h  STRENGTHS.
T a k e  e a c h  e l e m e n t  of y o u r  OPERATIONTHE PHYSICAL PRODUCT OR RESOURCES 
THE PROCEDURES AND SYSTEMS 
THE PRICE AND IMAGE 
THE LOCATION 
THE MARKETING AND SALES THE DESIGN AND LAYOUT
THE FLEXIBILITY, STABILITY OR V d EPTH"
THE HUMAN RESOURCES AND SKILLS 
AND KEEPING EACH SECTION SEPARATE CONSIDER ITS STRENGTHS RELATIVE TO:
, THE MARKET . THE ENVIRONMENT . THE COMPETITION
. OTHER DEPARTMENTS WITHIN THE HOTEL 
If t h e y  ARE SIGNIFICANT, SUMMARISE THEM ON THIS SHEET.
R e p e a t  t h i s  e x e r c i s e  w i t h  w e a k n e s s e s .
N O T E :
Only refer to items t h a t  you have mentioned in sections 1-3OF THE REPORT.
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S P E C IA L  CONSIDERATIONS FOR A PURCHASING OR PERSONNEL DEPARTMENT
YoUR RESPONSIBILITIES ARE TO SUPPORT THE OPERATING DEPARTMENTS 
a n d  ENSURE THAT THEY ARE SUPPLIED WITH THE RESOURCES OF MAN AND 
MATERIALS OF THE REQUIRED QUALITY AND QUANTITY AT AN ACCEPTABLE PRICE. It i s , t h e r e f o r e , i m p o r t a n t  THAT YOU OBTAIN A PRODUCT 
DEFINITION FROM EACH OPERATING DEPARTMENT.
I . T h e  Ma r k e t
Yo u r  m a r k e t  is t h e  r e q u i r e d  r e s o u r c e s  of t h e  o p e r a t i n gDEPARTMENTS WHICH YOU SERVE AND YOUR PRODUCT WILL ALREADY BE DEFINED
BY THE P e r s o n n e l  a n d P u r c h a s i n g  s p e c i f i c a t i o n s  y o u h o l d  in y o u r  
OFFICE. Do n o t  REPEAT THESE IN THIS REPORT.
P r e s e n t  r e c o r d s  do n o t , h o w e v e r , c o v e r  " p o t e n t i a l ". T ry a n d
SHOW TO WHAT EXTENT WE ARE DRAWING ON THE TOTAL MARKET. THIS WILL 
G I V E  US an i m p r e s s i o n  OF OUR RELATIVE ( I) THE ECONOMY IN GENERAL ( I I ) THE LUXURY LoNDON HOTEL MARKET - 
ABOUT 15 HOTELS IN THIS GROUP.
IMPORTANCE. USE TWO MEASURES:
IN C e n t r a l  L o n d o n  t h e r e  a r e
E x a m p l e  I ~ W h a t  is o u r  e m p l o y m e n t  p r o f i l e  c o m p a r e d  t o t h a t  of
INDUSTRY IN GENERAL E.G. PROPORTION OF MEN:WOMEN, SKILLED:UNSKILLED JOBS, QUALIFIED: UNQUALIFIED PERSONNEL, SUPERVISORS‘.SUB ORDINATES. COMPARE THIS PROFILE TO THE PRESENT AVAILABILITY OF LABOUR OR OTHER_ 
EMPLOYMENT PROFILES.
Ex a m p l e  2 - T h e Lo n d o n  h o t e l  g r o u p  c u r r e n t l y  s p e n d s  £ x . p e r y e a r  
ON BEEF. A n a l y s e  t h e  p u r c h a s e  p a t t e r n  b y m o n t h  a n d s h o w  t h e
RELATIVE PROPORTION (IMPORTANCE) OF THIS HOTEL IN EACH PERIOD.
T h e AIM OF THIS SECTION IS TO DEMONSTRATE OR COMPARE THE WAY 
IN WHICH THE HOTEL USES RESOURCES' TO PROVIDE A BASIS FOR SECTIONS 
4 AND 5 OF THE PLAN.
2. T he ENVIRONMENT
T h i s s e c t i o n  a s s u m e s  m u c h  g r e a t e r  i m p o r t a n c e  f o r  a s u p p o r t
AREA, SPECIAL ATTENTION SHOULD BE PAID TO THE FOLLOWING SECTIONS:
2,1. L e g i s l a t i o n
P e r s o n n e l :- (a ) L a b o u r  - c h a n g e s  in t h e  l a w  r e l a t i n g  t o e m p l o y m e n t ,
CONDITIONS a n d EMPLOYERS LIABILITY (iNC.
T H E  T r u c k  A c t s )
( b )  Po l i c y  - G o v e r n m e n t  p o l i c y  on e d u c a t i o n , t r a i n i n g  a n d  
e m p l o y m e n t .
P u r c h a s I n g : - (A ) F i s c a l
(B ) DIRECT
CHANGES IN THE LEVEL OF PURCHASE TAX OR 
LEVIES FOR VAT AND IMPORT DUTIES.C o n t r a c t  L a w r e l a t i n g  t o t h e  s a l e  of g o o d s
AND LAWS OF CARRIAGE. NOTE: CHANGES INTHIS AREA WILL MAINLY OCCUR THROUGH CHANGES 
OF INTERPRETATION RATHER THAN NEW ACTS.
1^
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(c) - GOVERNMENT (NATIONAL ) POLICY ON INI'LATION AND EXCHANGE
RAT EG . It is I M PORTANT TO MONITOR DOTH I HE RATE' OF 
INFLATION OF BOTH GOODS AND SERVICES, PLUS THE 
STABILITY OF MAJOR CURRENCIES.
2.2, C u l t u r e
PERSONNEL:- (a ) L ife St y l e  - s t a n d a r d s  of l i v i n g  (d i s p o s a b l e
INCOME, h o l i d a y s , SPENDING PATTERNS, OWNERSHIP OF d u r a b l e s ) w i l l  HAVE AN IMPORTANT INFLUENCE.
ON RATES OF PAY.
PURCHASING:- (a ) Po l i t i c s  - t h e  p o l i t i c a l  r o l e  of u n i o n s  a n d  t h e
EXTENT TO WHICH MAJOR SERVICES - THE PRODUCTION AND SUPPLY OF FUEL, CONTROL OF PORTS, TRANSPORT • AND COMMUNICATIONS - ARE UNDER THE CONTROL OF
THE G o v e r n m e n t , p l u s  g o v e r n m e n t  a t t i t u d e s  to 
PRICES AND i n f l a t i o n  COULD HAVE MAJOR 
IMPLICATIONS FOR THE HOTEL,
2.3. TECHNOLOGY
Pu r c h a s i n g  - (a ) R e s o u r c e s  - t h e  m a i n  c o n c e r n  h e r e  is t o m o n i t o r
n e w  m a t e r i a l s  AND TECHNIQUES THAT WILL PERMIT 
EITHER SUBSTITUTION OF ONE RESOURCE FOR ANOTHER 
(e .g . MAN FOR m a c h i n e ) OR DEVELOP MORE 
c o s t / e f f e c t i v e  w a y s  OF ACHIEVING THE SAME 
OBJECTIVE. Co-ORDINAfE THIS SECTION WITH 
MA I NT EN AN CE.
2.4, Ph y s i c a l  En v i r o n m e n t
Pu r c h a s i n g :- (a ) Cl i m a t e  - s i n c e  a m a j o r  p r o p o r t i o n  of t h e  c o s t
of s a l e s  of THE FOOD AND BEVERAGE OPERATION IS TAKEN UP BY FOOD AND BEVERAGE COSTS, IT IS 
IMPORTANT TO MONITOR AGRICULTURAL CONDITIONS 
IN THE AREAS WHERE MAJOR PURCHASES ARE
PRODUCED. A l l o w a n c e  m u s t  b e m a d e  f o r  t h e  g r o w t h  
OF t h e  CROPS AND ANIMALS IN ESTIMATING EFFECTS 
ON PRICES. T h u s a s h o r t a g e  of b e e f  c a l v e s  n o w  WILL RAISE p r i c e s  IN ABOUT 18 MONTHS, BUT A POOR 
SUMMER WILL AFFECT STRAWBERRY PRICES IN ABOUT TWO MONTHS. CONSIDERATIONS SUCH AS THESE SHOULD 
BE USED TO JUSTIFY SPECULATION I N_ T H E _.E.U T.U^E,____
3. COMPET IT I ON
T h i s m a y  b e d e a l t  w i t h  a s o u t l i n e d  in t h e  m a i n  b o d y  of t h e  CHECKLIST. Pa r t i c u l a r  a t t e n t i o n , h o w e v e r , s h o u l d  b e  p a i d t o t h e  
c o m p e t i t i o n  f o r  RESOURCES.
4. St r e n g t h s  a n d W e a k n e s s e s
Pa y p a r t i c u l a r  a t t e n t i o n  t o t h e  i n t e r n a l  s y s t e m s  in u s e , e .g .
a s s e s s  THE 'STAFF SUPPORT* AVAILABLE RELATIVE TO OTHER HOTELS. T RY 
AND MAKE A SECONDARY INPUT TO THE OPERATING DEPARTMENTS ON THE WAY 
THEY USE RESOURCES IN PARTICULAR AND YOUR OWN 'FELT* OPINIONS ABOUT 
OPERATIONS IN GENERAL. .
(14)
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Y o u r  r e s p o n s  i ni l i t i e o  a’r e  t o  s u p p o r t  t u e  o p e r a t i n g  d e p a r t m e n t
T H R O U G H  T H E  C R E A T I O N  OF R E V E N U E  DY M A I N T A I N I N G  E X I S T I N G  D E M A N D
A N D  e x p l o i t i n g  P O T E N T I A L .  IT IS, T H E R E F O R E ,  M O S T  I M P O R T A N T  T H A T  YOU
O B T A I N  A P R O D U C T  D E F I N I T I O N  F O R  E A C H  O P E R A T I N G  D E P A R T M E N T .
I . T he  Ma r k e t
E a c h  m a r k e t  w i l l  h a v e  b e e n  c l o s e l y  d e f i n e d  b y  t h e  o p e r a t i n g
D E P A R T M E N T  C O N C E R N E D  A N D  A S U M M A R Y  I N D I C A T I O N  P R O V I D E D  OF T H E  
O V E R A L L  P O T E N T I A L .  Do N O T  R E P E A T  T H I S .  T h E M A I N  F U N C T I O N  OF T H I S  
S E C T I O N  IS TO E X P A N D  T H E  I N F O R M A T I O N  A V A I L A B L E  ON T H E  R E L A T I V E  
P E N E T R A T I O N  OF. I D E N T I F I E D  M A R K E T S .
E x a m p l e  I .  F r o m  t h e  c o n s u m e r  p r o f i l e  a v a i l a b l e  f r o m  t h e  r o o m s
D I V I S I O N  YOU a r e  A W A R E  OF T H E  T Y P E  OF C O M P A N Y  T H A T  IS U S I N G  T H E  
H O T E L .  P r o v i d e  a n  a n a l y s i s  b y  s i z e , g e o g r a p h i c a l  l o c a t i o n  a n d  
i n d u s t r y  g r o u p  o f  t h e  t o t a l  p o t e n t i a l  in T H I S  M A R K E T .  H o w  D O E S  
T H I S  p r o f i l e  c o m p a r e  W I T H  T H E  P A T T E R N  OF I N D U S T R Y  IN T H E  I M M E D I A T E  
' L O C A L I T Y  OF T H E  H O T E L .  Ü O E S  T H E  E X I S T I N G  P A T T E R N  OF B U S I N E S S  
A P P E A R  TO B E  E V E N L Y  S P R E A D  OR G R O U P E D  IN S E C T I O N S ,
2. T h e  En v i r o n m e m t
C o v e r  t h e  p o i n t s  of t h e  e n v i r o n m e n t  in t h e  s a m e  w a y  as ah'"
O P E R A T I N G  D E P A R T M E N T ,  BUT T R Y  TO B R I N G  O U T  T H E  E F F E C T S  OF T H E  C H A N G E S  
ON T H E  I N D U S T R I E S  W I T H  W H I C H  O U R  G U E S T S  A R E  A F F I L I A T E D .
3. C o m p E T itio n s
fjO N O T  R E P E A T  P O I N T S  R A I S E D  BY AN O P E R A T I N G  D E P A R T M E N T .  R E F E R  
O N L Y  TO C O M P E T I T I O N  OR  F O R M S  CF C O M P E T I T I O N  W H I C H  IT IS F E L T  H A V E  
I B E E N  O M M I T T E D .
T r y  t o  s u m m a r i s e  c o m p e t i t i o n  f o r  c o n s u m e r  a t t e n t i o n  e . g . s a l e s
E F F O R T S ,  A D V E R T I S I N G ,  ETC. T H A T  C O M P E T E  W I T H  O U R  OW N  S A L E S  E F F O R T  
F O R  T H E  C O N S U M E R ' S  T I M E ,  P A R T I C U L A R L Y  H O T E L  S A L E S  E F F O R T S .
" 4, S t r e n g t h s  a n d  V/e a k n e s s e s
C o n c e n t r a t e  o n  t h e  s t r e n g t h s  a n d  w e a k n e s s e s  o f  t h e  s a l e s '
E F F O R T  E.G. ITS S T R E N G T H  "iN T H E  F I E L D " .
R E S E R V A T I O N  S E R V I C E S  
Q U A L I T Y  OF A D V E R T I S I N G  
R E F E R R A L  B U S  I N E S S
T r y  A N D  m a k e  a s e c o n d a r y  input to t h e  O P E R A T I N G  D E P A R T M E N T S  
ON T H E  W A Y  T H E Y  S E L L  IN P A R T I C U L A R  A N D  Y O U R  O W N  " F E L T "  O P I N I O N S  
A B O U T  O P E R A T I O N S  IN G E N E R A L ,
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S P E C I A L  C 0 M 8  I DI . - R A T  I O N S  F O R  A  M A  I N T L N A N C L  D I l P A t ^ T M I N T
Yo u r  RESPONSIBILITY IS TO ENSURE THAT THE RHYS I CAE FACILITIES 
Will OH THE OPERATING DEPARTMENTS REQU I RE ARE MAINTAINED TO THE 
"REQUIRED STANDARD” , IT IS, THEREFORE, MOST IMPORTANT THAT YOU OBTAIN 
A PRODUCT DEFINITION FROM EACH OPERATING DEPARTMENT.
I . T he  Ma r k e t
T r e a t  e a c h  a r e a  of t h e  h o t e l  s e p a r a t e l y . T ry a n d s u m m a r i s e
THEIR MAINTENANCE NEEDS IN TERMS OF:
p r e v e n t i v e  m a i n t e n a n c e  - HOW MUCH DOWN TIME CAN BETOLERATED, SHOULD BREAKDOWN 
MAINTENANCE BE USED. 
REHABILITATION - HOW MUCH*', HOW OFTEN.MAJOR CLEANING OR OVERHAUL
THE PERFORMANCE STANDARDS REQUIRED E.G. DEFINE THE 
PHYSICAL PRODUCT.
2 .  E n v i r o n m e n t
.Us e a SIMILAR a p p r o a c h  t o Pu r c h a s i n g . Pa y p a r t i c u l a r  a t t e n t i o n  
t o t e c h n o l o g y ;. NEW WAYS OF MAINTAINING WHAT WE HAVE
. NEW WAYS OF DOING THE SAME JOB (NEW MACHINES, MATERIALS) 
, UNIONS - THIS IS THE ONLY AREA WITH UNIONî).
M o s t  of t h e  e m p h a s i s  on t h i s  s e c t i o n  w i l l  b e h e r e .
3. Co m p e t i t i o n
Co n c e n t r a t e  on c o m p e t i t i o n  f o r  t h e  l a b o u r  a n d  m a t e r i a l s  t h a t
WE NEED. I s  t h e r e  ANY CONFLICT (COMPETITION) BETWEEN DEPARTMENTS 
OF T H E  HOTEL FOR MAINTENANCE SUPPORT.
4. S t r e n g t h s  a n d W e a k n e s s e s  ' . ' .
Co n c e n t r a t e  on t h e  s t r e n g t h s  a n d w e a k n e s s e s  of t h e  p h y s i c a l  
FACILITIES. T ry a n d  MAKE A SECONDARY IMPUT INTO THE WAY OPERATING 
DEPARTMENTS USE THE FACILITIES AND ANY ”f ELT” OPINIONS YOU MIGHT 
HAVE UPON OPERATIONS IN GENERAL.
(16)
■ • q PCCI AL  CONS 1m RAT IONS I OR AM ACCOUNTS DEPARTMENT
■ You R RESPONSIBILITY IS TO ENSURE THAT THE FLOW OF MONEY I NT 0
 ^ AND OUT OF THE HOTEL IS MAINTAINED IN A WAY THAT WILL PERM I'I HOTEL 
 ^ OBJECTIVES TO BE ACHIEVED. I T. .IS, THEREFORE, NECESSARY TO OBTAIN 
K A PRODUCT DEFINITION DY AREA. .
k! I .  i H E  MARKET
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You H A V E  T W O  M A R K E T S .  ÂN E X T E R N A L  M A R K E T  W H I C H  Y O U  S H O U L D  
D E S C R I B E  IN T E R M S  OF S E R V I C E S  G U E S T S  R E Q U I R E  F R O M  Y O U R  D E P A R T M E N T  
~ T H E  S P E E D ,  A C C U R A C Y ,  L E G I B I L I T Y  W I T H  W H I C H  B I L L S  A R E  P R E P A R E D ,
T H E  S E R V I C E S  P R O V I D E D  IN T H E  W A Y  OF C U R R E N C Y  E X C H A N G E ,  P A I D  O U T S ,  
C H E Q U E S  C A S H E D .  T R Y  AND D E S C R I B E  T H E S E  BY A R E A  AND I D E N T I F Y  AN Y  
S P E C I A L  C O N S I D E R A T I O N S  E.G. T H E  N E E D  TO P R O V I D E  V E R Y  E A S Y  C H E Q U E  
C A S H I N G  F A C I L I T I E S  TO K N O W N  G U E S T S  AS O P P O S E D  TO N E W  O N E S .
T h e  I N T E R N A L  M A R K E T  IS T H E  O P E R A T I N G  D E P A R T M E N T S  OF T H E  H O T E L
a n d  T H E  C R E D I T O R S  W H I C H  R E Q U I R E  P A Y M E N T .  C O N S I D E R :
. T H E  N E E D  TO M I N I M I S E  B A D  D E B T
. T H E  C O N F L I C T  B E T W E E N  I N T E R E S T  E A R N E D  A N D  T H E  BAD
F E E L I N G  T H R O U G H  D E L A Y E D  P A Y M E N T S ,
. M A N A G E M E N T  I N F O R M A T I O N  R E Q U I R E D ,
. L E V E L S  OF T O L E R A B L E  D E B T . ,
2. E N V I R O N M E N T
C o n c e n t r a t e  p a r t i c u l a r l y  o n  t h e  s e c t i o n  r e l a t i n g  t o  l e g i s l a t i o n  
P a y  p a r t i c u l a r  a t t e n t i o n  t o :
, E C O N O M I C  r e g u l a t o r s  A N D  I N D I C A T O R S  
. C O N T R A C T ,  I N S U R A N C E  A N D  D I R E C T  L E G I S L A T I O N  
, F I S C A L  C H A N G E S
. I N T E R N A T I O N A L  E C O N O M I C  AND F I N A N C I A L  R E G U L A T I O N S .
3. C O M P E T  IT I ON
Do N O T  R E P E A T  P O I N T S  C O V E R E D  IN O T H E R  A R E A S .  E M P H A S I S E  
C O M P E T I T I O N  F O R  F I N A N C I A L  R E S O U R C E S  AN D  A L T E R N A T I V E  S O U R C E S  OF 
C R E D  IT.
4. S t r e n g t h s  a n d  W e a k n e s s e s
C o n c e n t r a t e  o n  t h e  s t r e n g t h s  a n d  w e a k n e s s e s  o f  t h e  a c c o u n t i n g
S Y S T E M S  a n d  P R O C E D U R E S  A N D  T H E  W A Y  IN W H I C H  T H E Y  A R E  O P E R A T E D .
T r y  A N D  M A K E  A S E C O N D A R Y  INPUT OF A N Y  F E L T  O P I N I O N S  Y O U  M I G H T  
H A V E  A B O U T  O P E R A T I O N S  IN G E N E R A L .
A I ’RO V I S I UNAL L I ST 01 RAT I OS------------------------------------------------------------------------------------------------------------------------ g g g
T h e  [h j r p o s e  or u s i n g  a r a t i o  i s t o  s i m p l i i -y t h e  w a y  in w h i c h
T H E  0PI:RA'II0M 13 MONITOREf) IN T H E  S A M E  W A Y  T H A T  A T H E R M O M E T E R
T E L L S  YOU. AT A G L A N C E  H O W  " H 0 T " IT IS.
R a t i o s  a r e , t h e r e f o r e , b u i l t  u p  in t h e  f o r m  o f  a p y r a m i d  sp
T H A T  IF A G I V E N  A R E A  D O E S  N O T  P R O V I D E  T H E  R I G H T  R E A D I N G  IT CAN BE 
C H A S E D  D O W N  T H E  L I N E  TO I D E N T I F Y  T H E  P A R T I C U L A R  ITEM W H I C H  IS AT 
F A U L T .
RATIO PYRAMID
C a p i t a l
/  \T u r n o v e r  A s s e t s
/  \R e v e n u e s  C o s t s
/  \  /  \.Vo l u m e s  P r i c e s  O p e r a t i o n s  S u p p o r t\  /  \  /  \  /  \  IS a l e s  S a t i s f a c t i o n  S h a r e  M e n  M a t e r i a l s  M o n e y
A t t a c h e d  t o t h i s  m a n u a l  is a l i s t  o f p o s s i b l e  r a t i o s .. It is j
N E C E S S A R Y  TO S E L E C T  T H O S E  W H I C H  YOU CAN U S E  TO M O N I T O R  Y O U R  j
d e p a r t m e n t s  A ND, OF C O U R S E ,  I D E N T I F Y  T H O S E  N O T  I N C L U D E D  ( IT IS j
A N T I C I P A T E D  T H A T  B E T W E E N  D I V I S I O N S  A L L  Tl'lESE R A T I O S  W I L L  BE U S E d ) .  j
It  is A L S O  N E C E S S A R Y  TO E S T A B L I S H  S T A N D A R D S  AND C O M P A R I S O N S  ' !
B O T H  I N T E R N A L  (E.G. B E T W E E N  T H I S  Y E A R  AND L A S T  Y E A R ,  T H I S  D E P A R T M E N T  J
A N D  T H A T  D E P A R T M E N T )  AND E X T E R N A L  ( B E T W E E N  T H I S  H O T E L  A N D  O T H E R  H O T E L S  |
T H I S  H O T E L  A N D  O T H E R  I N D U S T R I E S ) .
T H I S  LIST IS NOT COMPREHENSIVE.
I • F i n a n c i a l  R a t ios • • •
C a p i t a l : p r o f  it (ROI)
; T U R N O V E R  D e p r e c i a t i o n ?
: GROWTH
N et WORTH: s h a r e h o l d e r s  e q u i t y
: f i x e d  i n t e r e s t  c a p i t a l
C u r r e n t  A s s e t s : C u r r e n t  l i a b i l i t i e s  -
: A V E R A G E  W O R K I N G  C A P I T A L
L i q u i d i t y : l i q u i d  a s s e t s : c u r r e n t  l i a b i l i t i e s
: NE T  C A S H  P O S I T I O N
A s s e t s : t u r n o v e r
. V
{ 1«)
366
F i n a n c i a l  R a t i o n  c c m i i n u e„ d .T u N o V L R ; p r o r i t 
G R O W r  I I T IM l: 
A C T U A L DL'SIRLO (or P L A N N L d )
P r o f  it COSTS G R 0 WT H 
T I ML
2. A c c o u n t in g  R a t ios 
D e b t o r s  : b a d  d e b t s  a n d  t o
: D A I L Y  R E V E N U E
: t i m e  (a g i n g ) •
: T Y P E  OF A C C O U N T  -
: A V E R A G E  B A L A N C E
A c c o u n t s  R e c  : S t a n d a r d  (a g t n g ) 
E f f e c t i v e n e s s  o f  t h e  c o l l e c t i o n  
e f f o r t
C r e d i t o r s  : d a i l y  r e v e n u e  e x p e n d i t u r e  
A V E R A G E  b a l a n c e
P a y m e n t  : b y  m e t h o d
3 .  P u r c h a s i n g  R a t i o s
D i s c o u n t s  : p o t e n t i a l  a c h i e v a b l e  (a t  p r e s e n t  v o l u m e s ) - t i m e  
: m a x i m u m  a c h i e v a b l e  (a t  o p t i m u m  v o l u m e ) - v o l u m e
S t o c k s  : a v e r a g e  v a l u e  (b y  c a t e g o r y ) : s t a n d a r d  
: r a t e  o f  t u r n o v e r  b y  t y p e  o f  i t e m
: n o t i o n a l  I N T E R E S T  C O S T  OF I N V E N T O R I E S
: O U T  o f  s t o c k  l e v e l
R e s e r v e  s t o c k ?
4, M a i n t e n a n c e  R a t i o s
C o s t  o f  m a i n t e n a n c e  : p e r  a v a i l a b l e  b e d r o o m
: P E R  a v a i l a b l e  r e s t a u r a n t  (f u n c t i o n , d i n n e r
s p a c e )
: t u r n o v e r  
H . L . P .  : t o t a l  r e v e n u e
5. S a l  e s  R a t i o s  
P e r  S a l e s m a n  : p r o f i t  g e n e r a t e d
: R E V E N U E  G E N E R A T E D
: N U M B E R  OF C A L L S  M A D E
C o s t  of S a l e s  E f f o r t X I N C R E M E N T A L  R E V E N U E  PER S a l e s m a n  
per room soldREVENUE
" = ' S67rL[ Sal, (■: s R a r i o s c o N i i n u ï: ü
F.
C a l l s  : p r o d u c t i v e  : u n p r o d u c t i v e
: P R O P O R T I O N  OF N E W  B U Y E R S
X
I N C L U D E S  all S A L E S  S U P P O R T  - A D V E R T I S I N G ,  PR. D I S C O U N T S ,  E X P E N S E S ,
p a y r o l l , e t c . ' . .
C o s t s  BY A C T I V I T Y  (a d v e r t i s i n g  : T U R N O V E R
p r o m o t i o n )
6. O P E R A T  I N G R a t i os
C o s t  o f  m a t e r i a l s  (f o o d , b e v e r a g e ) : r e v e n u e
C o s t  o f  s u p p l i e s  (g u e s t  s u p p l i e s , c l e a n i n g  s u p p l i e s ) : u n i t s  o f  s a l e  
P r o f i t  : p e r  u n i t  o f  s a l e  ( r o o m , m e a l )
P E R  S Q U A R E  F O O T  
P E R  D E P A R T M E N T  
T I M E
P E R  C O V E R  a v a i l a b l e  
P E R  E M P L O Y E E  
V O L U M E
R e v e n u e P E R  U N I T  OF S A L E  
P E R  E M P L O Y E E  
P E R  s q u a r e  F O O T
7. B A N Q U E T I N G  R A T I O S
A v e r a g e  f u n c t i o n  : s i z e , v a l u e
: c o v e r s
P r o f  i t : f u n c t i o n
: R O O M
R e v e n u e  : r o o m s  
! : P E R  S Q U A R E  F O O T
: P E R  g u e s t  
: F U N C T I O N
u 8, M a r k e t i n q  Ra t ios
U s a g e  : o c c u p a n c y / t u r n o v e r  
: d o u b l e  o c c u p a n c y
: A V E R A G E  L E N G T H  OF S T A Y / m e AL
B u s i n e s s  M ix g u e s t  ~ O C C U P A T I O N ,  N A T I O N A L I T Y  
S O U R C E  - B O O K  ING 
R E V E N U E  
G R O U P  S I Z E
S p e n d  : a v e r a g e  t o t a l
BY c a t e g o r y
D i s c o u n t s  : p o t e n t i a l  t o t a l  r e v e n u e
(KÜ)
•' D i s c o u n t s  c o n t i n u k d  : p e r  g u e s t / r o o m
h R E S E R V A I  IONS a v e r a g e  L E V E L  
L E A D  T IM E 
O V E R B O O K  IN G
L o s t  b u s i n e s s  : r e g r e t s , c a n c e l l a t i o n s  
C o m p l a i n t s  : u n i t s  o f  s a l e
P E N E T R A T I O N  : OF M A R K E T
R e v e n u e  : vs, i n f l a t i o n  a n d  p r i c e
P r o f i t  : vs. i n f l a t i o n  a n d  p r i c e
9• L a b o u r  R a t i o s
C o s t  o f  l a b o u r  : r e v e n u e '
T u r n o v e r  : r a t e  o f , b y  d e p t ^
: c o s t  o f
: a v e r a g e  l e n g t h  o f  s t a y
R E C R U I T M E N T
T r a i n i n g
R a t e  o f  W a g e  In c r e a s e  : a c t u a l
: i n d e x
P r o d u c t i v i t y  : u n i t  o f  o u t p u t  p e r  m a n , o r  p e r  p e r i o d
O v e r t i m e  : a v e r a g e  h o u r s  
: a v e r a g e  c o s t
W e l f a r e  c o s t s  : p e r  e m p l o y e e
10. A d m i n i s t r a t i o n  R a t i o s
A d m i n , a n d  g e n e r a l  c o s t s t u r n o v e r
6 8
t o t a l  c o s t  • I
c o s t  p e r  e m p l o y e e  I
a v e r a g e  'I
i n v e s t m e n t  c o s t s  p e r  e m p l o y e e  I
P E R  d e p a r t m e n t  .!
L E A R N I N G  T I M E  BY JOB I
APPENDIX N
Example of tactics as shoi-m in a profit plan
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APPMDIX 0
Summary of analysis of euest history data Dase
(Part of a report which uses the data hase to isolate the characteristics of 
high volume users of the Cosmopolitan Hotel*)
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SUMMARY OF ■ DATA
 Nature conci Scopo of Ou;nnoss nomond i n tho U^K./Lon ^
-' . An IMR study prepared fo r  NEDO in 1967 c lea r ly  id e n t i f ie d  a
segment o f h ighly mobile senior business executives. IFF estimated 
til a t th is  segment was composed of 124,000 people (D irec to rs , senior 
executives and professionals/consultants) who generated a demand fo r  9.75m 
bednicjhts in the U.K. Of the Directors included in  the sample, 53% 
made more than 20 t r ip s  par annum, and stayed away an average of 3.1 
nights per v i s i t .  52% of executives trave lled  more than 20 times per 
4, annum as did 33% of the professionals/consultants..
The primary reason fo r  t ra v e l l in g  was to v i s i t  in d u s tr ia l  and commercial" 
enterprises ~ 73% d irec to rs  and 71% executives. While professionals 
also c ited th is  as the primary reason fo r  trave l 20% trave lled  in order 
to v i s i t  non-commercial in s t i tu t io n s . .  Travel to  London and the South-east 
accounted fo r  over 40% of a l l  journeys and 53% in the case of professionals 
\ • and consultants. Businessmen account fo r 32% of the to ta l  demand fo r
accommodation in London (5.3m bednights) and 56% stayed in hotels in the 
' > upper price categories £8,50+ per n ight in 1972 prices. Peak demand
1 occurred in the period September to November when over 37% of the to ta l
t \  was from businessmen.
' .[ I I , Repeat Usership at the i. '
To f u l l y  understand the nature and level o f repeat usership at the 
4 vj one must remember tha t bo th 'ind iv idua ls  and organisations
I • constitu te  repeat users. That i s ,  l i r .  X may use the hotel 10 times
a year. In the same sense a large organisation may send d i f fe re n t  
employees to the hotel 10 times a year.  ^ • .
 ^ R E P E A T  U S E R S H I P  BY I N D I V I D U A L S  _  ‘ .
* Key s ta t i s t i c s (Novcudaer_ 1970 - October 1972)
( i )  Repeat guests accounted fo r  24.5% (46,683) o f a l l  
roomnigilts, sold and represent 23.7% of a l l  a r r iva ls
(11) .Average number o f v is i t s  fo r  repeat users: 3.‘1
( i i i )  Average number o f nights per v i s i t :  2.7
( iv )  Average nights per guest: 8.5
(v) Of a l l  repeat users:
75.1% made 2 - 3 v is i ts
20.4% made 4 - 7 v is i t s
4.5% made 7+ v is i ts
(v i )  34.2% of repeat guests were American nationals who 
generated 38.4% of a l l  rooms sold
( v i i )  22.1% were U.K. nationals generating 18.0% of roomni gilts
( v i i i )  French and German nationals each represented 4% of
repeat guests. No other country supplied more than 4%.
( ix )  People l iv in g  in the U.S.A. were s t i l l  the most
important source of business. People l iv in g  in America
ho'wovcr only provided 31.2% of business and compared 
w ith 34.2% by American nationals.
(x) Only 19% of guests actua lly  lived in the U.K.
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ï l io  U.S.A. and E.E.C. there fore provide our largest source of 
repeat users, (approximately 29 rooninights ]x?r v/eek from each 
source) The d ifference between passport and place of residence 
however is of s ign if icance and ind ica lcs tha t we are catering fo r  
a cross-section of senior mobile business executives who are
expatr ia tes, Tliis is  most pronounced in the case of the U.K. The
s ta t is t ic s  also reveal that nationals from counti'ios fu r the r away 
from the U.K. tend to stay longer than nationals from neighbouring 
countries. Our repeat users market can be categorised under two 
major headings:-
(a) h ighly mobile in te rna tiona l business executives 
who l iv e  in  Europe, possibly working abroad, who
' tend to  v i s i t  the U.K. frequently and stay 
re la t iv e ly  short periods
(b) less mobile U.S. residents who come less frequently  
but stay longer periods
The most important c i t ie s  fo r  repeat users are:-
CITV ' ROOM NIGHTS' GUESTS
New York 2,479 234
Paris 1,441 180
Madrid - 704 . 72
London 635 96
Brussels 547 ' 80
Milan 510 74
Los Angeles 482 42
Birmingham 423 29
Only 16.5% o f repeat users are accompanied by the ir, wives. Of a ll 
repeat users over 80% trave l alone. This might be taken to 
ind ica te  tha t they are the type of people who"would appreciate 
personalised service and a generally f r ie n d ly / fa m ily  atmosphere.
I t  also helps to substantiate the opinion tha t approximately 80% 
o f the guests who use the ~ are businessmen.
B. REPEAT USERSHIP BY ORGANISATIONS • •
Key s ta t i s t ic s
( i )  On average organisations v i s i t  the hotel 4.2 times
per annum, stay 3.9 roomnights per v i s i t  and spend 
£73 . 80 per v i s i t .
( i i )  There are 4,445 organisations currently  on f i l e .
Less than 2% of these (93) generated ICO or more . 
roomnights over the two year period. These 93 
organisations however provided 16% of to ta l  h o te l . . 
business.
( i i i )  Fourteen companies alone provided 7.3% of the hotels
to ta l  revenue producing an average of ju s t  over 1,000 
roomnights each.
( iv )  Repeat uscage fo r  the top 100 companies is fa r  higher
than the average and range from 34 to 310 v is i t s  per 
organisation.
By comparing overall room occupancy with the pattern of a r r iva ls
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by orgaivisatiOils i t  can bo scon tha t the demand from 
organisation fa l ls  during tlie to u r is t  months of March 
to July when expressed as a proportion of to ta l  a r r iv a ls .
This pattern may be a tt r ib u te d  to  any one or both o f 
two fac to rs :
or
- the pattern merely re f le c ts  seasonal demand
- guests from organisations are less able to  use
the hotel during these months due to the level 
o f  useage by to u r is ts .
The second cause appears to he the most l i k e ly  as the proportion o f 
organisations making in excess o f 5 v is i ts  each month remains 
constant at ju s t  under 1.0% throughout the year. During t!ie 
to u r is t  season the decline is  business demand can be a tt r ibu ted  
to  low frequency users.
The available data does not show any increase in the frequency or
length of v i s i t  in the past year despite an increased sales and
marketing e f fo r t .  In fa c t there is evidence to show th a t a 
number of large corporate accounts e.g. Reed International and 
the Milk Marketing Board have not used the hotel in the la s t  s ix  
months. Once suspects tha t the importance of large corporate 
accounts as repeat users has not been f u l l y  appreciated in the oast owing 
to the lack of re l ia b le  date. I t  is  s io n i f i cant however tha t of 
our top 93 accounts arc currentTy ^sTowilio“ a cêcrme I n  Fiis'iness% d
Despite a price increase of 8.8% in June 1972 there is no apparent 
increase in spending e ith e r per v i s i t  or-per roomnight. I'e 
therefore, appear to be making l i t t l e  progress against in f la t io n  
with price increases merely.serving to compensate fo r  a fa l l in g  
v i s i t  frequency and a shortening length o f s tay . ' A T i s t o f  major 
organisations using the is attached.
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INTRODUCTION
The record and trace systems referred, to in this manual consist of four 
elements;~
- the record / trace procedure
- status records
- availability charts 
~ an alphabetical file
The latter is not described in detail since it is recommended that a simple 
correspondence file stored in a lateral filing unit be used.
The procedures are designed to collect and store the information necessary fertile effective operation of a sales department in a manner that makes it 
easy to retrieve and analyse. This provides both an everyday work tool and source data required for marketing and profit planning.
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1. The Ga3.es Record Tracing System
1.1 Description
Information about sales contacts is recorded on four documents
the organisation master file record- the cold call report form- • the salesman’s activity card
- the daily sales activity record
1.2 Objectives
These procedures are designed to meet the following needs
(a) Provide a summary document which records all available information relevant to sales about each organisation.
(b) Ensure the security of that information.
(c) Provide the salesman with all the information he needs 
to support sales calls to each organisation.
(d) Ensure that the records can be analysed by market 
segment, geographical area, salesman or time.
(e) Provide a means of tracing any organisation at varying intervals.
(f) Ensure that a management information procedure supports the ongoing evaluation of sales performance.
1.3 How it works
“When the sales intelligence procedure has identified a company as a suitable 
prospect, an organisation master file record and a salesman’s activity card are headed up and placed in the filing system. As business is received from that organisation, details are entered on the master record.
In the course of time, the organisation will become due for tracing. The 
salesman's activity card is extracted from the file and the latest information on actual business received is torn off the master record and glued on the 
back. Tlius the salesman has on his card, details of previous sales contacts 
with the organisation and a measure of how important that company is, in terms of actual business.
On completion of his call, the salesman notes the result on his activity card} 
at the same time he is completing his daily report. At the end of the day (or 
week), he passes these to the sales secretary who takes action on the follow- up indicated, and extracts details of the contract for the weekly summary 
report. The activity card is then returned to the central file, where information about potential business and the trace date are entered on the 
master record. The notes about the last sales call are torn off the activity 
card and glued on the back of the master record. Doth cards are then re-filed in the cabinet.
1.4 The_Organisatlon Master Pile_Record 
1.4-1 Description;
The master file record contains details of all available sales information for 
every organisation. Master records are never removed from the sales office.
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How to use the Master Pile Record:
(a) Bource, description and destination of sales informationt
Source Description of Information Destination
Market Information Sales Intelligence Names and addresses of Organisations with potential business
Salesman’s Activity 
Card
Cold Call Report List of contacts. Summary of potential business. Other 
market informiation relating 
to prospect.
Correspondence File
Salesman’s Activity 
Card
Results of sales calls, 
and provisional business. Direct costs. 
Type of call.
Sales Administration 
Co-Ordinator’s 
weekly summary call report.
Banquet contact reports.
Guest History reports.
Conference contact reports.
Details of actual business Salesman’s Activity Card
Credit Controller Credit and Accounting 
information
Salesman's Activity 
Card
(b) Colour Code of Master Records:
Organisation Type Card Colour Inlc Colour
Companies (profit-making 
organi sat ions) White Black
Travel agents, tour operators Green Black
Carriers Yellow Black
Social clubs, individuals Pink Black
Press and communications White Red
Diplomatic and government White Blue
Conference organisers Blue Black
(c) Filing;
Cards are filed in strict alphabetical order in an upright position. The -J" 
margin will display the organisation name and trace information,
(d) Missing Cards: .
At the top right hand coimer of each master record is a round hole which 
corresponds with a bright green square printed on the salesman’s activity card,
-  4  - 3 7 9.
If the green circle is not visible through this hole, the salesman's card is 
missing.
The very top of each master record is overprinted by a heavy line and the word 
"out". This will only be displayed if a master record has been removed from 
the file,
(e) Completing a Master Record ~ some points :
Organisation Name
Contact Names
Account Yes / No 
Credit Rating 
Correspondence File
Microfilm File Ref.
Addresses * 
Business Terras
Potential Business
Agents
Comments
Competition Used
Existing Contracts 
Special Requirements
(f)i Actual Business ; 
Details
- must be t^ q:)ed on the diagonal edge of each card. 
See the section on the filing procedures,
- note the name, title and telephone extension number only (not the full telephone number). If 
the address of a contact is different from the 
main address, mark it with an
- delete as appropriate,
- obtain from the Accounts Department.
- only malce a note here if there is correspondence 
filed under a different main heading,
- when a master record is full, a new one is inserted in the file. Old records are micro­filmed for reference and the film and frame 
number entered on the new card,
- this is the space for different contact addresses-.
- do not forgot to enter review dates on the trace • system.
- information for this section is taken from 
newspaper reports, listings published by tourist and conference authorities, reports on functions 
in other hotels and most important, the cold call report form and the salesman's activity card. Do not forget to check these for potential business 
information before they are re-filed.
- the name and address of any agency who regularly 
acts on behalf of the organisation,
- Sales Manager's remarks.
- noted from published sources, activity cards and 
cold call report form.
~ must be noted from the salesman's activity card.
- to be completed by the Sales Manager, May refer 
to equipment, payment methods or any complaints 
or comments made.
under rooms should show; number of visits (Vt), 
number of room/nights (Nt), number of rooms (R) 
and type if desired, total spend (f).
under food and beverage (f+b) shows; type of function (type), number of covers (C) and cost of menu, if desired, total spend (£).
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The Salesman’s Activity Card
(f)ii Trace Procedmre: 
Year
Month
Trace Date
under conferences (conf, ) any amount charged for specific conference services (details of rooms 
end food will bo sho\m in the other two sections)» Total spend (total £) should show montiily total.
rooms information is obtained from the monthly 
guest Mstory report. It is suggested that where 
a company is very active and uses rooms regularly, three months business is entered on each lino.
this section of the Master Pile Card is printed 
on sensitised paper so that as it io completed, 
information is transferred to the card beneath. USE TH}3 BOTTOM STRIP PDIST SO TEAT IT CAN BE COORN 
OPP EASILY. When the Salesman’s Activity Card is extracted for tracing, tear off the completed 
"actual business" strips from the I'fester Card and 
glue them on the bade of the Salesman’s Activity 
Card.
use a black felt tip pen to delete the number 
corresponding to the year in w M c h  the card should be traced.
a coloured stidcer will indicate tho trace month 
as followsÎ
YellowBrovrn
Orange
SilverWhite
Pale Blue
JanuaryFebruaryI%rch
April
June
PinkGreenOlive
RedBlack
Pale Green
« July- August- September « October— I'lTovember
— December
this is taken onitially from the sales intelligence 
procedure. After the first call, it is taken from 
the salesman’s activity card.
(f)iii Googrsphical Area: -
If it is desired to breakdovjn the sales effort by geographical area, a \diite 
sticker with an abbreviated code for the area can be used.
(f)iv Salesman Numbers
If it is desired to allocate tracing to a particular salesman, a code can be 
inserted in this space. To allow for changes of staff or changes of allocation, 
it is suggested that a number or letter code be used rather than initials.
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A SAMPLE
ORGANISATION MASTER FILE RECORD
O R G A N IS A T IO N  MASTER FILE RECORD O U T  I
CONTACT { Address *  ) TITLE EXTN.NAME AND ADDRESS
TEL
TELEXCABLE
ACCOUNT -  YES /  NO
TRACE i YEAR ,CREDIT RATING
MICROFILM FILE REF. (1)CORRESPONDENCE FILE REF.
j ADDRESSES -Jf BUSINESS TERMS
ALLOCATION RELEASE REV) EW
DISCOUNT REVIEW
AGENCY COMMISSION REVIEW
POTENTIAL BUSINESS
ROOMS /  GROUPS (No.) CONFERENCES BANQUETS
FREQUENCY TYPE
SIZESIZENIGHTS
VISITS BUDGET SPEND TRACE . MONTH 
STICKER !RATE DECISION DATE ROOM
MONTHS LOCAL CONTACT FACILITIES GEOG. ■ 
AREA 
STICKER :DAY INT. CONTACT
SALESMAN NO. iOCCUP. ( S /D  )
AGENTS
NAME COMMENTS:
ADDRESS COMPETITION USED:
EXISTING CONTRACTS /  ALLOCATIONS:
SPECIAL REQUIREMENTS:
P5B 465/6ACTUAL BUSINESS
ROOMS TOTALDATE CONF,V t, Nt. Type
P 5 B 4 6 6 /6  r a f r e c o r d  _
Ppt. N os. 070738. 700299, 764969 ©
A4 • ,7b 
M + 2CARTER -PARRATT (K/iT/rccord) Lid SUTTON. Surrey H.0016THE HOTEL
— 8 3 8 3
1.5 Tlie Cold Call Report Form 
1.5'1 Description:
The cold call report form contains a detailed^summaiy of:
a. The contacts in an organisation
b. Potential business for conferences and rooms
c. Locations and competition used
d. Other sales information about that organisation
1.5.2 \Jhen it is completed;
The cold call report was produced since the daily report form was designed 
only to record concise information about a sales call. It should be completed when a salesman visits an organisation for the first time, since on that occasion he needs the maximum possible sales / market information about that organisation.
1.5.5 How to use the cold call report form ;
(a) Source, descriution and destination of sales information :
Source Description of Information Destination
First interview with prospect Potential business. Contacts,Competition used.Other market information.
Organisation blaster File Record, Correspondence File.
(b) Filing;
The details recorded on the cold call report form must be transferred to the organisation master file record, V/hen that is done it is recommended that the form is attached to the front of the correspondence file for general reference.
(o) Comnletin.g the Cold Call Report Form - some points ;
Organisation Name
Contacts
Type of business
Number of conferences, 
etc., per year
if the organisation is a division of another company 
this should be stated, e.g. B.E.A. (Conference Division),
\frite address only if different from the address of 
the organisation shown above. State full telephone number if different from the telephone number of organisation.
state whether in manufacturing, trading or service; 
and state the product or product group, e.g. trading, importer of canned fruits.
Tills table refers to the number of conferences, 
meetings, courses, held at present by the organisation.
Nat
InternatReg
= Na,tional = International= Regional - a regional conference draws 
delegates from a localised geographical area
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Locations Used
Competition Used
Potential Business
Any other information -
A number should be given in these columns against the type of conference,
A value in £’s should be shovm under budget.
Under te clinical facilities, terms like audio-visual, 
display stands, computer, secretarial, should be 
given. These should only be stated if they are an 
unusual requirement, e.g. all fashion shows use a cat-wa].k but not many require simultaneous 
translation.
For average length give number of days.
If a conference cannot be entered under a category 
printed on the form, its details should be recorded on the line marked "other" plus a description of the 
conference or meeting type.
state whether abroad or in U.K. . State what kind of 
location e.g. resort, major city, airport, country­side, etc.
state competition used for conferences and rooms. 
State if organisation has its omi conference / banquet / meeting facilities.
If location or hotel does vary state the reasons in 
the two lines provided. If more room is needed use 
Section 8.
this table shows the potential business for any ' •;hotel(s). If the business is not suited for the 
hotel which the salesman represents, then it should 
be sent to Central Sales Office for action.
Under room type, the name of the conference room can be given in the banquet or conference row, if this is considered important.
state a.ny unusual points about that organisation. Special requirements, etc., e.g. want trips to 
London to be arranged for foreign business visitors.
(An example of the Cold Call Report Form is shov.n overleaf)
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1, Organisation Name: 
Address:
2. Contacts: 
Name Title Dept
............. Tel:
Address (if diff.) Ext* No.
5* What type of Business? ......... ................
4. No. of Conferences / Meetings / Courses per annum:
Average Number
3ales/Prod,
Launch
Training
Education & 
Research 
Symposia
Dther
5* Locations Used:..... ..................... . . .
Competition Used :... ............................... .Does Location or Hotel vary for type of Conference? What are the reasons for choosing?Location(s) .................................Which Hotels .... ................ ...........
6.
7.
Executives International Travel: How Many  .... . How Often
Potential Business: Value No. Att's
Where
No. Room Nts. Rate Room Type
Rooms — ——  ■ —  "■
Banquet
Conference
8. Any Other Important Information:
11
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1.6 The Salesman's Activity Card
1.6.1 Be script ion
Tho Salesman*s Activity Cared contains a record of all recent sales contacts with an organisation plus details of the actual hnsiness that organisation has generated.
1.6,2 How to use the Selesman’s Activity Csxd
(a) Sources of informât ion
Source Description of Information
Organisation Master File Records
Organisation Master File Records
Dai3.y Sales Activity Record
Organisation detail's.Summary of potential business.
Actual business received. 
Details of last sales contact.
Destination
Market Analysis
Orgaj-iisation |Master File jRecord I
X^LJSiiss
Cards are filed "behind the complementary master fi3,e record 6o that the green square (top right hand comer) is visible tlirongh the hole on the master record*
fo)M5.ss:lng Cards
If the bri^t green square is not visible behind the master record, this indicates that the salesman*s card is absent.
EEÎF03HD COMPLSmTG TBE 8.4LESI-IAN*8 CARD, INSERT AÎEÛ ALIGN TKS DAILY SALES ACTIVITY RECORD DETvrnSN THE FLBISY PAPER AND THE CARD. H 7 THIS WAY ALL THREE SIDES VOIIi BE OVERWRITTEN.
Organisation details 
Copy Master
CaüJ. Report - Visit 
Nfuue
Contact
Result
- (name, address, credit, etc.) these are copied from the master record.
- if the salesman requires a copy of the potential business section of the master record this can be indicated by en asterisk in the appropriate ’ section.
« It is necessary to note the organisation name here so that it will appear on tho daily sales activity record. The address need only be noted if it differs fx'om the main address.Tlie date of the call must be entered in this . section.
" note only the number opposite the name of tho contact,
— summarise details of the call.
1 2
8 7
Potential »Sales
ïbllow up
Srsce Date
Contact nt not requirjjîg written follow upaoez gïMO» !»>«■;« CPU **A fcir.Tti.Tl.TITJ:
Name
ROBXlltS
ReeVe
Telephone Rnmher
Trace Date 
Morofilm Kumber
y/e>
«• only complete this section if the organisation has made a provisional booking. If a function is just discussed or only a quote given, tMs chou3,d be shown iji the results colxsjin,
- show both the follow up reqtu.red for the present call and the action step when the organisation is nex-b traced,
~ indicate the month end year.
- maintenance / entertaining or telephone, Vdiere the sales contact takes a form of a maintenance visit or telephone call merely to progress an enquiry or to cheolc on guest relations the smBll strips at the bottom of the form shoiD.d bo completed, USE THE LOmS'S STRIP FIRST.
~ indicate orgaiiisation name,
«• summarise result,
- insert initials of restaurant used for in-hotel entertaining,
- where the telephone number used is different from that shown in the heading, it may be inserted here, Alternatively, this space may be used to indicate follow up.
- shorn as above,
" when a sales activity card is completed, a new- one is opened up and the old card, is microfilmed for reference.
means visit / phone. It is now sales policy classify calls under four -types: to
1.
2.
5.
4.
Cold Call “ the first visit to an organisation. Code GO.
Prospect Call - a].l subsequent calls until the organisation has actually used the hotel. Code PC,
Service Call “ all caü.lD after an, organisation has used the hotel.Code SC,
Hotel Visit:- any meeting with a representative of an organisation which telcos place d^.thin the hotel.Code HV,If just a phone call is made it should be coded 
£•
Ml_.ca].ls and contacts must be classified by these codes for -the benefit of the sales administration co-ordinator. It is recommended that for major calls the code be entered in the box titled CONTACT, below the contact number.For calls no requiring written follovJ-*-up, the call code can bo entered in the column headed V/P.
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1.6,5 Enbertainment and travelling costs
An addition to the Saloa Trace System is the recording of cost of Bales. The direct variable costs incurred in maJting sa3.es caJLls are recorded on the Salesman's Activity Card and Daily Sales Activity Record., There are two categories of direct variable costss-
« entertainment expenses j[gl__&kertai^^ other) expenses
Entertainment expenses are recorded in the column headed TRACE DATE against the cell on which they were isicairred, A total figure in £s is recorded.
Travel expenses are recorded in the following manner;
1) For SaloBîîien \d.th a Comnany Car• r~~T-i—r-----------Til I rmi i~~ T 1 n-iimBTi^i ii — "-r^n-rrr- ht m  — n, m iI iimih mu »iAt the end of each doy the salesman records the total mil&ago driven making his calls. His totaJ. mileage is costed at l^P per mile (e.g. 40 miles = £0.6o). To tlmt figure the salesman adds all other expenses for that day, excluding entertainment (e.g. phone, parking, postage).
The salesman then divides his total travel (and other) expenses by the number of calls made. This equals travel (and other) e^ cpenees per call. IRlnally this figure, giving expenses per call, is recorded on each SAIJJSMASf'S ACTIVITY CAim agadnst the call and on the DAILY ACTIVITY RECORD against all the calls made. As with entertainment expenses^ travel (and other) expenses are recorded in the.column headed TRACE DATE, underneath the trace date and entertainment expenses, if any,
2) For Salesmen travelling by public transpoirbAt the end of each day, the salesman records his total expenditure on travel (and other) expenses, exc'iuding entertainment (o.g. phone, postage).
The saleEman then divides this total by the number of calls made that day. This equals travel (and other) expenses per call. Finally this figure, giving oxoenses per call, is recorded on each SALESMAN'S ACTIVITY CARD against the caJ.l and on the DAILY ACTIVITY RECORD against all the calls made. As with entertainment expenses, travel (and other) expenses are recorded in the column headed TRACE DATE, underneath the trace date and entertainment exqienses if any.
N,B,Tlie cost of ijp per mile is a notional cost for accounting purposes.The salesman does not claim l^p per mile for oil and petrol, but claims for actual expenditure.
(An example of how to recorded oxpensoo is ehovm on the example Dally Sales Activity Record - see Page 17)
example of the Salesman's Activity Card is shoim on Page 15)
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1.6.4 Refiling
On completion, the Saleeinan'B Activity Card is first handed or posted to a Sales Secretary who will action follow-np indi.cated (the name and address of the organisation may be required),
\ftien it returns to the fi3.ing system, details of potential buB.i:ness (if any) should be entered on the Master Record and the record of the last sales contact tom off the Activity Card and glued on the back of the Master Record.
The card is then refilëd behind the Organisation Master File Record.
-t!>.uns 'M O JJ.nS  nil (pJo-'’-’'Jn'/.i) aj,vyiivti-_nnxîivû7+ wr — t'V (3) 696W ‘fiGtOOi'8CiOi/ ion'll 3HJ.
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1.7*1 Description
0?he Daily Bales Activity Record is a miDmary of the sales contacts made each day by each salesanan,
1,7*2 Ro%r to nsc the Daily Sales Activity Record
Shis sheet is automatically completed as the Salesman*s Activity Card is filled jn (see section 1,6)
1.7.5 On Completion
Whe Daily Sales Activity Record is completed daily. It is posted or delivered to the Sales Office immediately, together vrith the Saleoman's Activity Cards for that day. The sa3.es secretary or assistant then actions all folXovr-up on the Activity Csxd and the Sales Administration Co-.-ordinator uses the Daily Activity Record to pieodnce her weekly summary reporrks.
The salesman's week runs from Friday to Thursday to enable the Sales Admdni at rat ion Co-ordinator to coDîplete the weekly suinmaiy reports on Ib^ iday. Therefore all t/io Daily Activity Records for the week mist be in the possession of the Sales Administration Co-ordinator by 9.00 a.m. .Friday morning,
(On page 17 is an example of a completed Dai3.y Sales Activity Record)
1.7.4 Supplomentary Information
In addition to the Daily Activity Records for the week, the salesman mast produce for the Sales Adminiotration Co-ordinator, a weekly summary ofs-
- number of quotes that week- number of phone calls- week's total e>^ )enses
Tho Sales Admj.nlstration Co-ordinator needs this .information .in order to complete her:.weekly summary call report.
(a) Number of nuotes that weekThe salesman records the number of written quotes he has sent out that \;ee.k,
(b) Number of phone callsThe salesman records the number of phone calls made that week by - (i) himself(ii) his secretary or assistant
(0) ¥eek*s total expenses The salesman records ;
ifi) his total entertainment expenses for the week (ii) his total travel expenses for the week (seesection 1.6.5)
<5
>
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2 . Statns Records
Sales status jnfoinnatlon is recorded on five documents uMcii fall into tuo categories §«
lo 8a].emnan status records 2. Hotel sales status records
2.1 Salecraen Status Records
There are three documentary charts idiich record sales activities hy seiesmen and by period (uedc/month). These charts are designed to record the information necessary to develop mid monitor departmental plans (profit and marketing plans) and to evaluate the performance of the sales group.
2.1,1 Provisional Sales Chart
A provisional sales chart is maintained for each salesman on a \Teekly basis.The charts can be combined to produce a weekly surcmary chart. Tlie source of this information is the Booking Mary (see Section 2.2,1) which records all ’provisional, and confirmed bookings for all salesmen.
Co!nplet.liig the Provisional 8al.es Chari; - some points
Haflnition 
HhitR .
Salesman’s Name
Completion
Rows
Columns
Ebcoijofple
- a provisional sale is one for wMch no letter of confirmation has been received from the client.
- all sales are recorded in terms of total revenue in £s,
- a separate chart is maintained for each salesman.
represent the resilts of one week’s EDl.es activity, Months are divided into we des on the 5““4^4 principle.
show the period for wMch ej.^y provisional sale ha.s been made. There are 14 columns in total. The first 12 siaow provisional Sciles for 12 months.The 15th column shows the provisional sales for the remainder of the next year. The 14th column ^ows tho provisional sales for the whole of the next year but one.
The chart, is updated on a quarterly basis. The sales recorded for the previous tliree months are transferred by month to a summary chart which simply shows months for which sales wore made in tho columns 5 and months in which they were made in rows (the supplementary chart is ahovm together with the provisional sales chart bolow)
Suppose the oliart represents'tho sales made 3n. tho quarter July tlirough August.
Tho colvtmns 1 through 12 will show the months July 1975 through June 1974 for which sa3.es have been made ; the IJth columm will show Bales made for tho remainder of 1974» the 14th, cales made for
1975,
19 3 9 4
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The IUght“-Eand Section
Check
At the end of August, the sales for June, July and August will he added to the Supplementary Cloart, and the prcovieional chart for the next quarter will show BsJ.es for the months September 1973 through August 1974, the remainder of 1974 and 1975.
sub-total of provisional sales made in a given month,
- Total shows tho total pozovisional saJ.es for the week. From the total fri.gure arc deducted cancellations for the week (in brackets), and conversions from provisional to confirmed bookings (marlced with an asterisk), Th© next column shows tho resulting net total provisional sales for the week, followed by a cumulative total by profit plannin^ r period,
- this chart must bejsoen and dnitialed by the Sales I3anager each weds.
(An example of a Provisional Sales Chart and the Supplementary Chart are shotm overleafJ
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2.1.2 Confirmed Sales Chart
Tlie Confirmed Sales Chart is completed after the provisional chart to allow for 
the entres»* of converted provisional sales.
The method and procedure for completion of the left-hand section is the same s.s 
for the provisional charb.
The completion of the rigtfe-hand section is as follows:
Total week’s sales shows the total week’s confirmed sales (inoludlng conversions). 
The 2nd column shows cancellations, providing a net total confirnisd sales ($rd 
column) which is compared with the week’s target in the 4‘bh column. The 5th and 
6th columns show cumulative total and cumulative target hy profit planning period. 
Variance (7th column) shows the ratio-’of the cuimfLative total against the 
cumulative target and should appear as a “plus” or ”mi.nus“ percentage,
definition - a confirmed sole is one for which a letter of
confirmation has been received from a client.
(An example of a Confirmed Sales Chart is sho^m overleaf)
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2,1e 5 Sales î'tana.p:er^  s Weekly / î'JontM.y Sujpumry Repo3?t
ïhe sources of the information for this report ares
The Daily Sales Activity Record 
The X-^ x'ovisionEîl Sales Chart 
The Confirmed Soles Chart
It is completed weekly. One row is completed for each salesman plus a row 
showing the total simmary for the sales force.
At the end of each month the weeJcly summaries should he totalled to produce 
a montlily sxumiiary report.
Completion
Calls
Telephone Contacts 
Aotion
Confirmed Business
Provisional Busiîiess
Statistics
Producers per Call
Revenue per Call
Average Daily Calls
Average Daily Contacts
Total Cost
Salesaîen > should identify tho type of call hy 
code in their daily sales activity record (see 
section 1.6.2). Calls are codeds
Cold 
Prospect 
Service 
Hotel Visit
CC
PC80
HV
Costs Per Call
“ should record the number of phone ca31s made by 
the salesman and his assistant (Sources salesman*s 
supplementar)" siamraary - section 1 .7-4)*
- eliould show the number of iwitten quotes a salesman 
has sent out (Source; salesman*s supplementary 
Bummary - section. 1.7*4)*
«• should show the number of organisations who have 
confiîmied business within this period, and the 
total value of that business
“ show only total net value
“ the number of organisations confirming business 
as a of total calls
- total confirmed revenue divided by number of 
calls
«• total calls divided by number of days in the 
period
- total calls plus total phone contacts divided by 
number of days in the period.
«• comprises two elements;
1. Standard fi>:ed cost per salesman week
2. Week * s total expenses
(Rote; the standard fixed cost per salesman weelc 
is calculated for each salesman and is a permanent 
figure. The salesman liiraself records his total 
expenses for the week and submits tlrit figure in 
his supplcmentary suumiary section 1.7»4 *^
- total cost divided by number of calls in the 
period
25 -  4 0 1
This chart together with confirmed and provieionaH. sales oiiarto should he 
passed to the Sales Manager each week.
(An exemplo of the Sales I‘!EaD.ag*er*s Weelcly/Monthly Summaiy report is oliown 
overleaf)
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2 . 2 Hotel SaloB Status Recorda
The actual bookings of provisional and confirmed sales are recorded in the Booking Diary. Bookings are broken down by funotion type and use of product 
mix.
Tho total status of bookings for the Hotel is recorded on the Booking Status 
Analysis I’orm. Tho booking stains analysis form shows tho status of sa3.es to date, broken dowvi by funotion type and by value per function type. The purpose of this analysis is to provide the necessary ratios for profit and mrketing 
planning.
2.2.1 The Booking Diary
Tlie Booking Diary is a record of all provisional and confirmed boolcings for 
the hotel. It is operated on a loose leave ring folder system, with a separate page for each day of the year. Bach page records the bookings made for that 
particular day. TIio Diary is updated on a dai'Jy basis from the various sources 
of bookjnig ilnformation;
- Salosman'e Activity Cards
- Rhone Bookings- Letters of confirmation or provisional bookings- Baîiqueting Department
Complet^
Organisation Name
Date
Provisional Bookjjngs 
Size
• Number of Rooms
Number of Room Nigirbs 
Total ¥aJ.ue
Funotion
Definitions
Completion
- record the name and division (if applicable) of 
the organisation inaking tho booking
« record the date on vdiich the booking was mad©
- record number of attendees
- if possible, record number of single (S) rooms 
and number of double (D) rooms,
- number of rooms x length of stay 
•“ total Yfilue of booking
— M S3 Meetings, conference or traoning course 
not using bedroom accommodation 
BB = Reception / Buffet ■ L = Lunch D S3 Dinner DD = Dinner DanceCON îS* Conference or training course which does 
use bedroom accommodation
« tide the appropriate colxmin for function type.If it is a Kosher Function circle the tick in red.
Function type refers to either provisional or confirme 
bookings, so use a new line for each booicjng. If 
necesDsay use two diary pages for one day.
If just a rooms booking is made do not tick cry / 
funotion type.
2 8  . . 4 - 0 ^ 4 >
Confirmed Bookings
Size, Number of Rooms, 
Room Might0
Va3.ues
Total Value
Salesman 
Number of Calls
Total Direct Bxpensos
Cancellations
Refusals 
Totals to Date
As for provisional bookings
- record the value of rooms (ROOIiS), food and 
beverage (P & B) and the cliargo for the 
conference rooms + all extras (îîM HÏR3Î!)**
- tho sum of rooms, F & B and room huire equals the total confirmed value
” salesman's initials
— this jnfo:cmation is recorded on the back of the 
master cc^d,
N.B.
All calls made since the last time the client 
booked tho hotel are attributed to the next 
booking
~ the salesman's direct variable expenses are recorded on tho call summary of the activity 
card (glued also to the back of the master record). They should be recorded as a value 
per booking.
N.B.
All expenses ineuj?red since the last time the 
client booked the hotel are attributed to tho 
next booking
•" record the total value in &*s, nmiber ofattendees (size) and type (code) and organisation 
name for each booking that is subseciuentjy 
cancelled.
— record the same as for cancellations for bookings 
which are refused
“ whenever a new booking is made, record a new total to do,te in this section. Th-is will assist 
additions for completing tho periodical booking 
status analysis.
The booking status analysis is completed monthly 
(section 2,2.2). V/lien a monthly analysis is completed a red line should be drawn under the 
most recent total end ucder the most recent 
booking- to date, in this it -(fill be possible to analyse both total, booking sta-biis and booking 
status by monthly sales activity.
N.B.
Nhen a new booking io entered in -fche Diary, total direct expenses and the number of cal.ls attributed to that booking are obtained from the back of the master 
record, Di^aw a rod 15.ne under the last call entiy made on the master record., bhen another booking is made tho exi^enses and calls attributed to t)iat booking 
will be all entries beloi; -khe ].ast red line on the master record.
(An exami)le sheet of the Booking Diary is shovm overleaf)
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2 .2 ,2  The B o o k iii^  S ta tu s  M a ly  s is  Porm
The Booking Status Analysis Pomi is completed montbljr, The sotiroo for all the 
neceseaxy information is the Booking Biaxy. It records the provisional and 
confirmed bookiïiga for room sales and fimction sales by function kype. One 
sheet is n m m l  to record the bookings for one month. Therefore for tho year^ s 
booking status, 12 sheets will be produced monthly,
Çasel2îi2a
Prom the Booking Biaxy the totale to date for each day of one month are added 
together to provide tl).e month®s total sales for the analysis.
Total Humber sold
Total Attendees
Total Boom /  Eights 
Total Value
Average tkmber of 
Attendees
Average Value
Average Spend per 
Attenday
Average Stay per 
Attendee
Totals
Averages
shows the total number of rooms and functions 
by type sold for any month. Tiie number of 
rooms sold in connection \d.th conferences 
should be entered in brackets under the number 
of conferences.
for rooms sho'^ n the ratio of single to double 
oocuponcy. For functions shows the total 
attendees per function tj’pe,
shows total roorc/ni^its per function type,
SÎ10WS total value of. room sales.
Shows total value of Food and Beverage and 
Boom Biro per function type.
The value of rooms sold 5n connection 1-d.th 
functions should be shown in brackets beside 
the total value figure for F & B and Koom 
Hire, This vrill, provide a ratio of value of 
rooms sold with functions against total value 
of rooms sold
shows total fsizs per function type divided by 
the number of those functions
shows total value per function type divided by 
the number of those functions
shows total value divided by total i?oo.m/ni^ts 
by funotion type
shows total room/ni.ghts divded by total 
attendees
shows the figures relating to the m m  of all 
funotion types
shows tho averages of those totals
(An example of the Boolcing Status Analysis Form is shovm overleaf)
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3e Wall Chazcta and Other Records
3.1 "
TliG salesmen's confixmed and provisional sales oharts sliould bo supported by 
wall chmzbs. Eiese charts show the status of all revenues attained by the 
sales gccoup.
3.2
To communicate group achievements to all members of the sales office.
3*3 Source of Xufox-mation
Documentary Charts 1 and 2.
5*4 Method of Ch?e.ration . '
Each clia.rt contains one fjjj:ed and three movable panels. Tlie fixed section holds 
the scale. Each movable panel contains space for tliree months (tJiirtecn weeks' 
sales) and thus provides information only about tho current profit planning 
period. Panels are switched as each three month period is complete. Each 
column (week) is in two sections. It contains an elastic marker to denote 
tentative sales for that week,
Dy the side of this marlcer definite sales for that week are shovm in a colour 
code to denote when the sale was made, as follows:
Yellow "« Janusajy Vdaito « I-Iay Purple .« September
Drown « February Pale Blue June Red ~ October
Orange « March Pink - July Black - November
Silver - April Green « August Pale Green - December
In addition, the total plsxined sales is marked by a yellow flag and the combined 
total, tentative and definite sales isfâiovrn by a green f],ag.
3c5 Charts
Charts are installed for both conference and room sales.
3.6 Ti^.^
Up-dated weekly.
3.7 Other Records vdiioh coul.d be kept
1) CAnoellations and refusals
A file of reasons for cancellations and refusals of business.
2) Promotional Activit?r Reuort
A status report on promotional activities in hand from sales to the General Manage:
All sales trips outside the local area should also be accompsnied by a oummaxy 
trip report.
4 0 8
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4 *  Sales Availability Charts
4.1 Description
These charts should be completed by operating areas on a weekly basis to notify
the sales depar*bment of dates or rooms which are available for sGle,
4.2 Rooms Availability Chart
pTiming; Issued weekly ^
Completions Days which are not fully available for sale are sho%m by the ü
code on the chart |f*Author!sation ; Issued by the Front Office Ifenager
4.3 Banquet / Conference Room Availability Chari;
Timing; ..These charts are updated continuously# Sales can therefore
copy indilvidual sheets as required.
Completion: The hours of the day for which a room is occupied are shovjn.
The function type (see code on form) is also indilcated so
that the time required for clearing and set up, can be
estimated.
Authorisation ; I^ intaiiied by Banquet Co«ordlnator
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APPENDIX 1
EOl'7 TO OPERATE TBE EIÎÆI/tRACE DHIT
5 7 -
Filing' Sales Master Pile Recoxyls and Aob:lvity Cards
Main Points 
Ca^ .JjidGxing:
Item identification on sales record cards should be typed so that it appears in a 
tinifoxm, straiglit line across the bank near the outer edge of the visible margin 
and t-rith a].l the designations starting in the same location.
The only information slio%n in the visible margin is that information which
differentiates between various items jn the row. This increases scanning speed 
and improves locating speed and accuracy proportionately.
Indexing Eow Dividers;
ÀL1 jjadexirig accomplished by placing indexing inserts between the clear plastic 
strip and the top of the main divider. The indexing strips a:r@ placed directly 
in front of the related Intermediate Divider pul.l tabs. This is the tab on the
Intermediate Divider directly in front of the row of cards for which you are
making the index.
The first indexing insert in each l'îain Divider is not in front of an Intozmiediate 
pull tab, but is in one position to the left of the first pull tab. Q?h:lD is so 
because in opening to the first row of cards behind a ï-îain Divider, you need only 
to tip the Main Divider forward. To e:ipose the second row of cards you would have 
pulled both the I%in Divider and the first Intermediate Divider forward in on^ 
motion.
Filing Caj?d.s;
To determine the maximum number of card-s that can be filed in a r w  for your 
system, place a row of black cards in your record unit and count them. Generally 
it is recommended that somewhat less than the maximum number of cards possible be 
filed per row to allow for future expansion auwi logical index "break-off" points.
Having found out the number of caieds to be filed in each row, take a greater 
number of card.s from the beginning of the stack of indexed ca3?ds you have 
prepared and fan them out in your hand from right to left as illustrated above. 
Then, count dovm. to obtain the exact number that CEUi be filed in row number one. 
Find a logical index "break-off" point in this group and return the remaining 
cards to the top of the stack.
Record cards normîîlly should be filed in ascending sequence from left to right 
(i.e. 1,2,5,4; etc., and not 4»5*2,l), However, it is easier to load from the 
rigîrb so starting from the bottom of the faimed declc of cards in your left hand, 
file the bottom card to the extreme rigiit of the first row in the record unit, 
directly in front of the first, but is offset one visible margin to the left. 
Continue this process for this and subsequent rows until all cards have been filed,
As mentioned above, it is nearly always desirable to leave room for expansion in 
every row and it is most important that this 3X)om is at the extreme left. So, 
having loaded a row, place an End Card over the left hand most card leaving only 
the margin visible, and room for expansion to the left. This End Card will also 
stop the row fanning forward when the cabinet is opened.
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AddiogNew Cards to the File: • .
Vhen a 3?ow of cards is not filled to capacity, to add one or more cards it is
only necessary to grip the Ci^ xls to the left of the desired insertion a..nd "group 
shift" that portion one or more locations to the left,
VJhen a row is filled to capacitor, to add one or more cards it is only necessary 
to break the' row jji îialf and add an additional intermediate divider. Tliie,
however, must not exceed maximum numbes? of intermediates possible stated on the
end card.
VThen a section of a unit is filled to capacity, but empty dividers are available 
to\mrd the rear of the unit, remove desired number of empty dividers from rear.
Ift ip possible to "group shift" all the cards between two I'lain Dividers in one
mdtion'by grasping the Hain Dividers and § of the way across the top and
as far down as convenient, using both bands.
Kalce room for number of empty dividers desired in a section by shifting equivalent 
number of filled OJLviders from the rear of that section, then drop in empty 
dividers whore desired.
Rote; In such group shifting of dividers keep in mind that you must end up ;fith
proper number of Main Dividers in each section of unit.
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APPEHDÏX II
A TBIBTADLE FOR_THB 
SALES TRACE lîECOîO) SYSTEI^
4 1 5 .
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Period Form / Card Coraoleted by
DAILY
DAILY
DAILY
DAILY
FIRST VISIT;
Daily Sales Activity Record 
Salesman's Activity Card 
Organisation Master File Record 
Booking Diary
Cold Call Report Form
Salesman
Salesman
Assistant/S eoretary
Sales Admin. 
Co-ordinator
Salesman
"WEEKLY (Friday 9*00) Week* s Activity Records and
Expenses, quotes, phone calls Salesman
VŒEEQiY (Friday 4*00) Sales Manager*s Weekly Summary
Report
WEEKLY (Friday 4-00) Provisional Sales Chart
WEEKLY (Friday 4*00) Confirmed Sales Chart
Sales Admin. 
Co-ordinator.
Sales Admin. 
Co-ordinator
Sales Admin. 
Co-ordinator
MONTHLY
MONTHLY
Sales Manager*s Monthly Summary 
Report
Booking Status Analysis Form
Sales Admin, 
Co-ordinator
Sales Admin. Co-ordinator
MONTHLY (last week) Select Organisation Master File Salesman/
Records due for tracing in Assiotani:/
following month Secretary
QUARTERLY Update Provisional and Confirmed 
Sales Char‘ts
Sales Admin. Co-ordinator
APPENDIX S
Report evaluating the effect of sales activity 1971 - 7!
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M E M O R A N D U M  v
to
from 
P. Gamble
Please find attached, report and statistics relating 
to the sales activity from October 1971 - February 1972, 
as requested.
Paul Gamble
0.0.
5th March, 1972
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An Evaluation of the Sales Calling Pattern 
October 1971 to February 1972
1• Source of Information
Information was drawn from two sources
a* Company contact cards maintained by the night manager 
b. Sales contact cards maintained by the Sales Office
2. Method
a. A list of the companies maintained in the sales contact 
cards as having been contacted between October and 
February was made. All contacts whether by personal 
call or by telephone were included (About of contacts 
represent personal calls).
b. This was then compared with the actual business recorded 
by the company contact Oprds.
0. An average monthly volume of room nights was calculated
for each producing company over a twelve month period.
In this way seasonal fluctuations are somewhat taken 
into account.
d. The average monthly level of business after the sales 
calls was assumed to have resulted from that call (i.e. 
even if the call took place at the end of a month that 
entire months business was attributed to the call).
e. The difference between the annual average and the post 
sales call averao-e v/as recorded as a gain or a loss.
3. Re suits
Level of Productive Calls Number
Number of calls;, recorded by Sales 246
Companies who have produced no 
business since October 1971*
(only 5 of these companies had 
given us any business before that 
period), I86
Companies who.have produced
business between October 1971 and 
February 1972. 54
100
75
21
— 2 — 4 1 9
3. i. (Cont*.)
Total number of oalls after which 
no business was recorded
Number of Companies involved
Companies which had no previous
business record, producing for the 
first time after the call.
Total number of "new" room nights
produced, is 159, which represents 1.54 
room nights per call
Ratio of productive to unproductive calls 
is 1 I 6.5
Number
202 
. 240
■ 14
82
100
3 ii Unproductive Companies
A list of companies which have produced no business despite 
Sales calls, is provided in appendix I.
3 iii Net Monthly Gain or Loss
The net monthly increase or decrease in the level of 
business from producing companies on which a sales call has 
been made is shown in the table in Appendix II.
The result is a net decline of 9.32 room nights per month 
(on average) over the wi.ole group.
4* Cbnsiderations
a. Seasonality
b. Future
Business
0. Embassies
Although the effects of seasonality have 
been somewhat taken into account in the 
methcd of calculation, it should be noted 
that Nov - Feb represents s period of low 
demand pressure from company accounts.
No business which will accrue to the hotel 
in the future has been taken into account. 
This is probably offset by the effect of 
groups produced by Nestles, Austin Reed, 
and IBl-i in raising"the post sales call 
average.
We have no records of room-nights produced 
from this source.
“  3  -
5. Conclusions
i. Effectiveness •
There appears to be no clear evidence at the moment to 
demonstrate the positive gains from'our sales effort.
For example, rpproximately 150 room-nights per month would be required to offset the payroll costs associated 
with this operation*
ii. Calling Patterns
If only one in six oalls produce business, then the 
implications of this are
- to develop calling patterns that will 
maintain a high level of oalls
- choose areas/contacts/ companies more 
selectively to increase the proportion of 
successful oalls.
iii. Use of Resources
During the period of this study, little advertising or 
public relations support was available for our sales team. 
Alternative methods or combinations of methods might be 
considered before personal calls are made in a particular 
region. For example, recent sales trips to Leeds and 
Newcastle only oontsotsd five producing companies. The 
advertising space that the expenses of these trips might 
have covered (shown in Appendix III) might have exploited 
this market more efficiently.
4 2 0
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APPENDICES (not. shown here)
Appendix I,, ,, ,, ,, Companies called on Producing no
Business betifeen October 1971 ~ February 1972
Appendix II, .. ., Net Monthly Gain & Loss from Producing
Companies
Appendix III .......... Costs of Newspaper Advertising
